ONTARIO 


WmTkY  Or  vMfcr 

ATTORNEY  OBkHiL 
LIBRARY* 


Office  of  the  Public  Guardian  & 
T  rustee 


Report  on  Reengineering 


try  of  the 

hjFY  GENERA 
law  library 


AUG  1 


KOGAWA 


KF 

744 

K74  April  26,  1997 


KF 

744 

K74 

1997 


_  nF  the  public 
^trustee 


KF  OFFICE  OF  THE  PUBLIC 

744  GUARDIAN  &  TRUSTEE 

K74 
1997 


I 


MINISTRY  i.  :  > HS 
ATTORNEY  GENERAL 
LAW  LIBRARY 


Kogawa  Consulting  Ltd. 


Digitized  by  the  Internet  Archive 
in  2017  with  funding  from 
Ontario  Council  of  University  Libraries 


https://archive.org/details/mag_00043605 


LU 


O  cl 


3 

o 

VC 

s 

o 

H 

14 

§ 

CL 


C/5  -2 

~  2 
c  o 
0  i: 
E  o 

1 1 

o  E 

CD  C 

©  <0 
-c  > 
^  o 
2  CD 

«  5 

c 

o  >* 

&  2 

0  > 

*-  © 

C  jC 
•~ 

CD  0 
05  O) 

®  § 

o  "5 

«-  O 
0 

E 

£  © 

E  0 

E  ?= 
*  " 
2  o 

•-  § 

0  2 


o 


^3 
C 
CD 
CO 

I 
0 
C 
53 

<D  .§ 
O'  -w 

*-  c 

Q_  0 

—  5s 

J z  o 
■+“’ 

c  o 

O) 
0 

Q_ 

CD  §* 


'K 


“O 

_0 

_Q 

E 

§ 


8? 

0 


8 

0 

™  ■§ 

(8  tS 

C/5  b) 

C  *J§ 

CD 


&  E 


8 


0 


~  0) 
o  ■£ 
’■E  g 

CD  ^ 


55  |  J 
§  o  §• 

£  I  .|) 

°  8>| 

i  51 

0 


TJ 


m 

ic 

S' 

iv> 

SE 

=o 

:Q 

o 

£ 

D 

D> 

?o 


•  •  • 


0. 


<D 

V-  -*—* 

.9.  N 


CO 

8> 

I  S 

H  i£ 

1  ® 
3  g 

g  "§ 

&5  eg 


U)  m  w 

—  X  O) 


* 


& 

o 

o 

c 

-c 

o 

iS 

c 

o 


8 

05 

c 

*05 


05 

*(6 


CD 

I 

I  4 


C 

05 


KogdWa  C6nsUit|ng  Ltd 


-Q 

3 

CL 


o 

9 

o 

o 

o 

I 

ts 


0 

k. 

k. 

□ 

o 

o 

% 

0 
e  EZ3D 

> 

0 

k. 

0 


m 

U) 

© 

o 

0 
B  r--~'zr~\ 

© 

W 

0- 

0 

h* 


m 

© 


in 

© 

O) 

co 


“O 

c 
co 
a ) 

o 


c 

©  _ 
H  g 
E  > 

0  O) 

X 
© 


TJ 

C 

co 

m 

I 

© 

o 

o 


© 


c  - 
.E  o 


CL 

Q- 


C 

o 


> 

o 

Q. 

E 


m 

Q) 


c 

3 

■c 
tz  o 

O  CL 
^  Q- 


CO 

©  °0 
CD  if) 

m  © 
.x  □ 
c  ® 


c 

o 


co  ^ 

£=*=» 

CD  CO 

^  £  £ 

©  ^  33 

O  C  C 

o  ©  © 

CL  T3  2 

◄  ◄  ◄ 


C 

o 


(0 

03 


© 
4- 

c 


S  « 
E 


©5 

□ 

< 


„  g 


T3 

C 

CO 

"3 

CL 

E 

CD 

E 

“D 

°> 

O 


E  "O  2Z?  Q_ 


0  3 

w 

^  o) 
:=  c 
o  'E 

CO  3 
.=  c/3 


C/!f 

U) 

c 

°«4— » 
© 
© 

E 

© 


C/) 


© 

o 

o 


TJ 

0 

+-» 

CO 

a 


O  %L 


CO 

a 

it 

CO 

to 


© 

1 

3? 

03 

© 

0  BEI 

a 

a 

CO 

E 


2  s  2 


© 

C/3 

C 

© 
8  OB) 

0 

9i 

8 

o 

k- 

o 


% 

8 

o 

k. 

a 

*8) 

c 


•”  c 
■C  © 

S 

CL  3 
.x  o 
o  **- 

O  O 

^  CO 

it:  '(75 
co  2T* 
1$  co 

H  § 

© 


o 

h- 


C  "2 
2  « 


k.  o 

0 


CO 

03 


X 

© 


-*  2  © 
k  k 


J>  © 

CL 


4-*  ^  C 


© 


O 

(/) 

© 

> 

"o 

© 

9= 


Q.  .r: 


32 

k_ 

© 

© 

CL 

i_ 

© 

3s 

T3 

C 

CO 

in 

in 

© 

~o 

Q) 

"c 

3 

© 

C 

t 

© 

o 

3 

CL 

O’ 

CL 

"c 

o 

3 

1/3 

© 

© 

JZ 

9  .2 


co 

CO 

05 

E 

o 


c 

CO 

a 

c 

o 

o 

© 


c 

o 
c 

to  © 

-C  “D 
CO 

~o 
© 


E 

© 

u. 

© 


2  8 


<  Q. 


s 

c 
© 

8  S 

(0  CO 
£  co 

TO  ■= 

£  o 

©  t : 
_C  CO 
H  CL 


2 

©] 

;u> 

vC 

3 

>CO 

5C 

© 

U 

D 

O 

D> 

o 

k£ 


•  •  • 


in 

q5 

-Q 

E 

0) 

E 

c 

o 

c 

3 

CD 

<D 

$ 

i2 

c 

ro 

Q. 

O 

■c 

CO 

CL 

"to 

<D 

> 

% 

(Si 

03 

XJ 

(D 

*D 

C 

eo 

i 

T3 

(Si 

03 

£ 

E 

03 

0) 


C 

o 

TO 

<»  E 


o 

®  175 
o  c 
O  CO 


h-  CL  S- 


I 


TO 

ca 

0 

CO 

© 

JD 

~0 

03  o 

-TO 

c 

■  ““ 

c  to: 

CO 

!£ 

ro 

■w 

c  -o 

TO 

> 

CO  CO 

‘5 

16 

TO  ^ 

P 

.E  0 

c 

Q.  (3 

p 

to 

§ 

D) 

TO 

p 

TO 

P 

TO 

TO 

s 

5 

o 

TO 

X 

03 

c 

8 

P 

.TO 

TO 

TO 

TO 

>>  O 

0  "to 

>  TO 

—  o 
®  b) 
Q  £ 

S  o 

>  § 


TO 
TO 

S 
$ 

§\§ 

'N  P 
P  TO 

P  °0 

§  TO 
TO  .TO 
TO  tfc 
"TO  O 


O 


-Q 

P 


TO 

TO 

1 


to  35 

TO  g 


c 

o 

°U) 

<D 

cn 


c 

o 

W_ 

o 

H 


£0 

0 

o 


TO 

P 


to 

o 


$ 


TO 

__  TO 

co  5 
c  -E 

O  CD 

"o> 

0 

QC 


1  ® 

P  -•— 

TO  ? 

TO  TO 

E  5 

C  TO 

I  g- 

O  g 

S 

£  TO 
TO  ^ 
-TO  ^ 

O  *> 

p  to 
oo  P 


TO 

■to 

P 

o 

to 


o 

o  § 
o  ._ 

03  0) 
“O  CL 
X 
0) 


> 

o 


0  03 

’  0)  — ’ 
E  .c 
o 

Jr  ~o 


Cl  .| 
O  03 


•o  O 


m  « 

®  O 

'c6  03 

®  ro 

0)  ro 
.Q 


03 


TO 

O 


0  -SC 

Co  p 


p  ^ 

TO  C 

P  .© 

P  u 
2  o 
•E  0 

TO  ^ 
-Q  P 
O 

§  E 

‘S3  w 


c 

0 

E 

8) 

CO 

c 

CO 


$3 

o 

a 

8> 

TO 

TO 

TO 

S 

5 

6 
O) 

p 


TO 

TO 

O 

5 


CD 


2 

3 

O 

€ 


E 
m 

i_ 

03 

O 

i—  i— 

03  Q_ 
03  _ 

2  5 


CL 

0) 

a: 

•4— • 

C 

0 

O 


o 

« 

03 

C 

03 

3 

X3 

© 


CO 


0 
c 

2  03 

1“ 

&1 
i  e 

O 


c 

03 

i— 

3 

O 


0 

O 


to  I 
0 


_C 

b- 


=3 

o 
•6 
c 
o 

*r  T3 
03  0) 
O  O 
CL  C 

t,  0 

0  'C 
03  0 
0  cl. 

c  x 

CO  a) 

5  c 

I " 

03  ro 
n"  TO 
0 

"O  *- 

c  3 
8  0 

$  £ 
0  $ 
sz  o 

H  CL 


o  5*= 

°  CO 
03  Vi 

■-  o 

-O  ~ 

c  c 
®  o 

w  -^r 
0  ° 
•o 
c 

13 


0 


0  i§> 

c  £ 

CO  c 
03  CO 

O  TO 

TO  E 


cT  0 
8" 


.TO 

CO 

E 

TO 

TO 

-*« 

£0 

TO 

O 

g 

8i 

TO 

TO 


§ 

TO 


TO 

E 


TO 

O 

TO 

H-j 

TO 

TO 

E 

TO 

a 

E 


> 
0  o 
o  »- 

0  CL 

C  O 
©  — 
£  2 
3  -Q 

o  ro 


2  § 
TO 

& 
TO 
O 

TO 
■TO 


■§ 

P 

s 

E 

E 

o 

8 


D 

O 

o> 

o 


2 
- — r 

D) 

C 

C. 

5 

5 

) 


m 


2 

te 


C 

g 

CD 

**«*. 

C 

05 

5 

$ 

CD 

e 

CD 

E 

„  *cB 
C/5  3 

0)  TD 
O  ^ 
C 

g 

S3 

o 

C  05 

CD  -C 


£ 

$ 


.CO 

§  -E 
5  £ 
8># 


C 

.05 

8 

*D 

05 

I 

S5 


£ 

8 

CJ 

5 


O  'S 

m-  r* 

O  § 

C  CD 
©  3 

E  -s 


^3  XJ 

05  03 

-c:  O 

CO  ffl 

®  ra 
?  O 

~o  c/5 

c  0 

05  O 

E  > 

E  5:1 

o 


TUI 

l-i9-('iV>ii  fir 

55 

03 

C 

03 

8 

O 

8 

*-» 

C 

0 

Or 

H 

O 

~Q 

05 

•O 

§ 

E 

E 

o 

o 

8 

"W 

o 

c 

CO 

t3 

CD 

O 

CD 

O 


u  «]  T 

CD  P  (73 


<8 


c 

o 


oo 

8 

CD 

§ 

C 


05 

-C 

*o 

c: 

CD 

CO 

c 

O 

Si 

8 

05 

-C 

c 

05 

05 

£ 

05 

«Q 

CO 

$ 

C 

.05 

8 

u. 

£ 

t: 

o 

a 

a 

8 


tt= 

03 

(73 

tr 

o 

Q.OIO 

ex 


s 

05 


Q5  CD 
-C  05 

—  o 

05 

-  £  o 
S  *  o 

N  CD  -*~ 
13  "P  C 

t:  c  P 
«  2  ,o 

c 

03  *-* 

(71 


fl 

18  ?> 

N  o 

14 


C 

05 


C 
05 
O 

•§  O 

§>■§ 

•I  S 

-Q 


O 

8 


C/5 

0 

O 

£ 

« 

c 

a> 

O 


C/5 

0 


*D 
C 
3 

.  8 

8  * 
p  P 
C 

Q.  CD 
05 

•C  •== 

t:  p 

.C  05 

5  o 

c  o 

CD  O 

55  O 
X  S 
tr  -p 

Q5  CO 

a 

o 


O  05 

o 

C  jg 

o  - 


o 
o 

Q..E 


E 

—  05 

,2  o  £ 


03 

N 

"03 

u_ 
«♦— » 
c 
0 
O 
0 

Q 


"p  P5 

-fc  -E 

c*» 

§  3 

°  o 

5  2 


CD 

8 

CD 


PMspanmip 


X 

16 

E 

o> 

.c 

03 

O 

§ 

.co 

EE 

O) 

C 

w 

^3  c 
S  O 

E  ra 

a  .S5 

175 

0 


03 

2 

C 


> 

c 


C  175 

o  E 

o  -t 


.co 

c 

.o 

CD 

■O 
c 

03 

5 

E 

’■w  8 

0)  03 

> 

C 


CO 

c 

o 

"•+-» 

03 

O) 


3 

O 

o 

CD 

i_ 

C 

o 

o 

■*-* 

o 

c 

o 

T3 

d) 


CD 

H— 

O 

.a 

ft 

c 

o 

Id 

E 

03 

c 

ft 

o 

I 

o 

CD 


CD 

Sl 

O  ° 
♦—  © 

8)  c  i2 

w  .§■£ 
0 
> 

C 


CO 

c 

o 


8= 

03 

-Q 

O 

o 

« 

co 

03 


CD  Jr 

■g  8) 

“  §  g 
•W  £  § 

E  ^ 

8  o 

£  co 

E  ft 


*■§  8* 

o  0 
o  *“ 

-C 


to 

c 

o 

TO 

03  W 

'175  § 

0  .2 

1  & 

CL  W 
P  H) 

f  .1 

<0  _ 

=5  1 

co  Jb 

o  ^ 

03  o 


:>>  — 
-—  XJ 

1  'S 

05  Q 

O  & 
0 


8-  i  £ 


H 


E  ^ 

..  0 

I  1 

03  C 


§3 

CO 

c 

CO 


■w 

L_ 

I — 


03 

(£ 


©  ®  8> 

E  tf 

8>  1  S 

03  ft  C 

03  . 


83 

C 

o 

03 

-c 


0  E 

07  1 


c 

CO 


03 

o 


I  ! 


Ko^dwa  Consulting  Ltd 


GO 

03 

® 

CQ 

53 

Id 

«  « 

0  Q3  j/3 

£ 

j2  c  .c 

CO  03  Q 

—  O  w 

05  «+-= 

Q  o 

0 


3 


co 

03 

cd 

■5 

O 

CO 

05 


CD 

c 

t— 

CD 

C 

•§ 

o 

o 

o 


CO 

1 1 

o  < 

&  r 

£  § 

0)  — 
.N  Q 

lo  'tr 


c 

03 

O 

05 

Q 


cd 

CD 

CT 


<55  "  = 


0 

O 

c 

TO 

5 

C 


0 

o 

c 

CD 


5 

§ 


•2 
CD 
C 

■§ 

O  «qr 
O  ^ 

°  *S 

c  *65 

CD  C 

O  b 
>  o 


co 


8 

15 

C 

03 

O 

„c 

CD 

c 


"D 

C 

CD 

03 

'CD 

V 

03 

16 

03 


C 

.o 

I 

I 

-c 


4 

co 


c 

s 

c 

c 

o 

^=5 

5 

o 

e* 

CD  8 
^  -2 


CD 


C 

•2 

1 

o 

& 

o 

o 

c 

0 

N 

'te  c 
8  2 
8  8 
Q  -2 


£ 

<ki 

•2 

s 

03 

-C 

o 

2  1 
8  S 
£  -2 

03 

W  |  2 

®  g  O) 

5  -  -c 
o 

E 
o 


o 

C/3 

0 


Si 

0 

*#■=* 

m 


O 


8 


d 

< 


"2 
o 
o 
o  TD 
v.  C 
£3  CD 

>:  o> 


C  ^  ^ 

0  P  P, 

—  53  ^ 

°  §  e 

8-  g 

0 


£ 


© 

.N 

1 

§ 

8  03 

Q  S 


c 

tr 

CD 

a 

*ib 


9 


9 


SCD 

O 


0 
A  tO 

C 

o 

;U 

O 

£ 

o 

03 

O 


9  9  9 


-=  CO 
CO  g 


co 


05 

c 

§ 

c 

05  oo 

S  c 

05 

CO  ^ 

^  o 

T3  t+ 

®  o 
.c  ^ 
co  co 

oo  -C 

$  ® 

£  ■? 

3  c 

a  ® 

05  5? 
C 


S  Q5 
>  O 
s  o 
if)  co 

Q-  05 
-G 


« 


0) 

k_ 

Cl 

O 

lo 

c 

a 

* 

8> 

Cl 

c 

Cl 


•2  ^ 

6  "co 

■c 


05 

^3  if) 
> 

9 


0) 

O 


si 


co 

£ 

S 

CO 

o 


c 

3 

E 
5 
3  8 


30 


i-> 

-?v> 


-C 

~o 

o 


CD*” 


tt> 


0 

0 

c 

5) 


0^0 

0 

c££ 

.5c 

"O  0 


JQ 

CL 


—  .  j  — 

^^§1’ 


O 


te 


0)  .£i 


* 


03 


l£  CD 


b) 

05 


"O 

e 

CD 

CO 

03 

o 

§ 

« 


5  o 

^  .5 

c  ^ 

o  c 

03 

05  O 

-S  ^ 

03 
-Q 

*o 

8 

CD 


O 
£0 

M. 


03 

-c: 


o 

o 

CD 

-*w 

C 

03 

5 

J2 

a 

.8 

03 

„N 

"CD 

O 

u: 


CD 

03 


03 

O 

I§ 

co  Ll 

<u  .*_ 

.N  o 

C  03 
03  — 
O  O 
o  u* 
0)  = 

*-  c 

•-  .2 
0)‘  CD 
3  C 

t3  | 

I ! 

W  Q. 

a)  c 


O  0) 
~  *0 


0 


CD 


o 

5 

03 

c 

tE 

o 

I 

"CD 

o 

*0 

^  oi 

03  O 
C 


CL  CO 

E  © 

o  « 

o  £ 
8« 
II 

§  O 
■o  ‘t 
o  0 
£:  © 
.E  o 

£  9- 

€.1 
3  © 
o  c 

£  ^ 

<  =° 


CD 
_  O 

o  u; 


'< 


Kogawd  Corfsultlfiy Ltd 


Publ  ic  Guar  dian  &  Tr  ust  ee: 

Repor  t  on  Reengineer  ing 


JW-iSW Mgt'. 


el 


O 


te 


c 

CD 

8 

8 

£0 

P 

o 

CD 

.N 

2 

£ 

P) 


03 


UJ 

§ 


0 

o 

O  tj  © 
>°  03  *Q 


“D 

C 

< 


CD 

03 


C/3  -C 

E 

0 


C 

o 


0 

E 


CO 

T3 

O 

© 

Cl 

CD 

© 


0  3® 

OK 

<.  a  ® 

“p 

03  ^ 

P 

8  ^ 


CD 


0 

CD 


0) 
o 

S  © 

CD  O 


CD 

JD 


C 
CD 
C 

5  u_ 

6  0) 

03  r~ 

co  o  ±= 


o  3 
o  « 

^  CD 

m  c 
0  *?* 
03  © 

03 

co  5 


O 


0)  'cn 

o  © 

c  5 

0)  ^  x- 

■P  ^5  "^r 
^  05  $ 

j?4  | 

8>  .  § 

^  "3C  C0 
CD  CJ  •-> 

Cr  Q) 

3-  £ 
,|  <§ 

2>  » 
£  § 
0)  ° 
.q  .52 

Ttj  S 
c  £» 

5  - 

03 


'=^==*5 

8> 


i 

O 

o 

o 

03 

Q. 

b  . 

CD  P 
o  © 

§  "O 
Q.  c 
g  o5 

©  8 

CD  8 

o 

.CO 

c 

o 


p 

03 

8 

8)  p 

CD 


8 


°>  I 
®  ■§ 
8 

O  *+=» 

■w  g  s 

<*1  •§ 

M-  Q  ? 

O  -N  *2 
w  ?  o 

§L  $= 

g3  Q) 
O 


_Q3 
33  X3 

ll 

fSfi 

E*  i-  p 

< 


c 

0 

E 

03 

> 

O 

i— 

CL 

I 

0) 

o 

o 

i— 

CL 

T3 

C 

CD 

CO 

E 

© 

0  -w 

§  ^ 

© 

a  1 


8 


CO 

©  c 
o 


■-  $ 


fc  & 


CD 


CL 

O 


c 

03  JZ 

E  ~ 

®  Q_ 

£  & 

8  2 

(Lft _  CO 

o  o 

>*  n 


XI 

CD 


c 

o 


1 2 
8  5 

L=>  ’**a=_« 

CL 

O 

Eco 

03 

0  c 

$)  s 

H—  P 

o  ^ 
c  ■& 


m  TO 

CD  © 


< 


CO 


03 

p 


o 


8 


1 1 

©  Q  83 

CL 

E  - 


w,  O 
r-  CD 
CD  T75 
-P  «Q 
O  o 

8  c 

0  O 
o  ip 
P  CD 

n  § 

5  E 

p  © 

CD  §* 

£  •§ 
a  c 

9-  © 

©  00 

Si, 

03  C 
03  CD 
p 

o 


« § 

^  8 

*p  © 

iS  a 

§.§ 

£  ^ 

|=§ 

§  -9- 

©  Q3 

--  -C 


©  \ 

1  | 
•61  § 
B5  CD 

£  E 


•  •  • 


Kogawa  Consulting  Ud 


•  *  CD 

0 

0— 


CO 


0 

0 

c 


o3<d 

<1) 

ccr 

.2  c 

-D° 


~  rfegSgSg 


e. 


CDi- 

zs;E 

-  ..  *L'*Xwra 

UJi 

o£ 

Ui 

:Zl 

:<| 

Q  KB 

:zl 

Z 

Cl 

■  ■-# 

CL 

0^ 

•w 

U_ 

I- 

0 

k_ 

CD 

o 

Id 

0 

CL 

Q~ 


T5 

CD 

k_ 

0) 

it 

O 

CO 

0) 

-5 

03  £ 

•g  8 

0) 


i 

8 


4 


c/f  © 
(D  CD 
•d  > 
©  ‘C 

0  Q- 

E  £ 

O  $ 

c 
o 


0 

CL 

E 

8 


Q 

0 

t_ 

T3 

O 

c 


t*  1 

?  TO 

^  S’ 

03  © 

5® 

1  2 

©  5 

&  r 


CD 

c 


ii 
>  0 
O  <D 
C 

Q.  © 

s  £ 

§  I 

c  ~ 

§  1 

o 


O 

c 

w 

© 

o 

u 

8 

CD 

E 

o 

•u 


CO 

0 


o  | 
co  b 
03  C 

Si 

§  8> 

1§  o 

B  © 
fc  5 

55 

®  3 
03  O 
-C  x 


Z  o 


8 

3 

O 

s 

a 

CD 

£0 

TO 

c 


c 

03 

P 

CD 

CO 

CD 

03 

3 


<0  C 

£  Q. 

3  I 

-q  o 

1? 


3 

a 

0)  P* 

8  E 

Q)  h~ 

£S 

CD  03 
O  .g 
co  H« 

o  © 
*c5  "59 

q$  -Q 
g.  M 
^  2 


4 


c 

•2 

4w 

O 

Q) 

c 

c 

o 

o 


p 

2) 

03 

P 

'■£ 

o  *- 

s-s 

c  s 

03  t; 
-C  CD 
H-  0L 
pr  03 
°  "O 

2 
3 


O 

2 

'to 

03 


03 

O 

p 

CD 

P 

it: 


03 

E 

tr 

o 

CL 

0 

O' 


“D  ©3 

§•§ 
S  3 

Is 

I? 

p  2 
03  03 
C  N 
8  O 

Is 

s  £ 


o 

p 

p 

o 

o 

8 

H=» 

o 

co 

"*«* 

p 

03 

5 

03 

Hae-J 

CD 

"to 

c 

*P 

03 

~P 

S 

P 


CD 

03 

*P 


P 

3 

o 

I  ^ 

03  03 

-P  ^ 
C 

D)  0 

.2  E 

g  2 

^  8 

03 


4 


03 

2 

8 


0 
o 
c 
CD  03 


H 


p 

o 


§ 

03 

*P 

k. 

a 3 

Cfc 

CD 

03 

O 

g 

8 

H*. 

O 

p 

o 

"59 

s 

p 


CD 

-  E 

P  03 
O  ^ 

o 


^  CD 

Q.  §  -g 
E  ’’S  | 

o  b  P 

8  8  « 


m 


Sc 

so 

O 

o 

o 

O) 

50 

3y£ 


•  •  • 


> 


P 

P 


P 


C 

25 

£0 

C 

O 

[m 

o 

P 

Q 

c 

05 

5 

03 

£ 

P 

p 


"8 

& 

o 


8 

05 

O 

P 


m 
c 
o  VJ* 
m  p 
"o  S 

<B 

Q 


ID 

05 

P 

C 

05 

s 

s 

o 

o 

£ 

^=9 

o 

c 

oo 


5 

Is 

o 


oo 

P 

P 

P 

P 

c 

p 

5 

S 

o 

o 

p 


o 

c 

.8 

p  ' 

P  2 

9-H 

CD  - 

P  I 


P  P 

IS 

SS  P 

2  p 

§  £ 


-  o 


o 

05 

c  I 

©  p 


CD 

0) 

1__ 

h- 


c  J* 


S5 

*55 

p 

p 

p 


p)^ 
.£  p 
CO  e* 
8  p 

£  o 


p 

c 

p 

5 

5 

o 

s 


23 

o 

iS 

p 


p 

p 

s 


p 

p) 

p 

P;  <0 
p  c 

p  °§ 

I § 

P  Q 
o  ^ 

Q.  p 

p  5 
o  co 

P  o> 
•  £: 

©  O 

1  § 

o  -2 

ig  p 

p  -5 
p  E 

S  li 


Kogawa  Consulting  Ltd 


05 

s 

8 

a 

o 

XZ 

05 

*D 

c 

0) 

S 

E 

o 

a 

£ 

CO 


c 

3 

CO 

0) 

CD 

ffl 

C 

§ 

0) 

-c 


C f) 
Q) 

as 

25 


05 

o 

i£ 
-Q 

O)  8 

C! 

“I  * 

3 
O 

5 

<35 


15  ”S 

C  o 


cn 

c 


>* 

JD 

~o 

CO 

o 

8 

CO 

o 

O) 

E 

$ 

o 

U- 

a> 

ro 

05 

“O 

c 

CO 


05 

0 

O 

w= 

8 

0) 

»  * 
c 


05 

i_ 

0) 

o 

5fc 

O 

05 

05 


CO 

•g  a 


25 

05 

-C 


?  ° 

CO 

0 

3  5 

o* 

©  ® 


0) 

8 

CO 

0) 

b 

c 


3 

T> 

0 

> 


CO 


o 

c 

05 

0 

o 

Q 


05 

C 


a 

a 

3 


co 

05 

H«w 

CD 

05 

0) 

c 


c 

o 

1 

2 


"Q 

CD 

C 

O 

C0  r~ 

«  I 

r  cd 

O  <*■- 
Q.  ^ 

°-  *8 
o 

0)  x; 
0  0J 


05 


CD 
O 

«  c 

W  CD 

"F  C 


8 


E 

"O  .. 
ro  CD 

§ 

c 


$ 


a, 

^  T3 
-C  0 

=  > 
0 
O 

~  ® 
§  Q- 

o>  ® 

©  s 

ro  "o 

c 
CO 


ffl 


c  c 
3  $ 
©  o 
£  6 

>.  © 
-Q  _c 


c 

o 

e 

0 

J*C 

ro 

05 

0 
=*= • 
CO 

■tt 

0 


>N 

jD 

c 
o 

c 
0 
,*: 
ro 
■*-> 

05 
0 

ro 
*  -w 
0  0 
C  _ 


i_  © 

0  jd 

JD  c 

E  I 

c  c 

0 

®  -C 

_c  •<— 

«  g5 
0  .E 
o  o 

3  3 

TJ  ID 
©  © 
a:  (r 


c 

o 

o 

CO 

175 

i  8 

« 

ro  > 

«  i 

0  - 
°D  ® 

ro  O 

11 
c  ro 

.>*  05 
_Q  ® 

ro  tg 

offl 

O-  c 
=  ® 

5  | 

12 
_  w 

1?  .£ 
o  •— 

•£  cr 
o  © 
5  .E 


O 


Kogdwa  ConsOltlngl  IfdEl 


. 


■  •  Q) 
0  Q 

H*-"  "lrrpaSi?-T 

?  '  v"t  -sr'k  il! 

0-“ 

a 

•  -  -  »jflasgfg 

Ss 

Jr  '-.-^3«K&V 

ic^-slte 

L— - 

j 

|„D) 

C 

r 

o3CD 

CD 

^.;uV.^U^-_>J£r 

r-^^T 

cir 

.  ./  '-<Sr  :rr^3< 

.5  c 

X- 

'  <■  ( ..  •  >-v*T“' 

"O  ° 

••  •.'  .,-. 

?r  -7vtf 

l;;-:ff|t 

cotl 

•  •  * 

og- 

o* 

> 

0 

s- 

o 

z 

X 

tt 


a> 

“O 

R 

o 


®d 

co 

z 

o 

< 

M 


•  •  • 


Kogawa  Consulting Ltd 


-o° 


'■"u -‘J4t  ^4? 


I 


LL 

O 

CO 

z 

o  >r 


o 

□ 

Q. 

Q. 

< 

O 

LL 


ft 

8s 

SI 


>- 

o 

O 


O 

8 

0. 


a 

H 


05 

o 

U— 

tr 

0 

O 

0 

> 

0 

o 

0 

(Z 


c 

o 

00 

E 

L= 

£ 

_C 

h— 

o 

CO 

t_ 

0) 

-g 

> 

o 


<0 

c 

t— 

Q) 

-4 — • 

X 

<D 


O 

CO 

CL 

0 

o 

c 


O  CO 

C/5  c 

0  o 


CO 

c: 

05 

E 

E 

o 

o 

$ 


o 

c 

o 

'» 


c 

05 


‘i  g 

^  i 

8 

.-  CO 

-D 
0)  C 
O  CO 
*2  jo 
05  jS 
■£ 

o  o 


_Q  05 
CO  z 

05  O 

£ 

Q.  Q" 
-2  8 
>  -C 
05  o 

Q  B 


•  • 


Kogawa  06ri$ultthg>Lfcl 


<D 


JJO 


rr-.-  -  V  y 


00 

D 

o 

o 

8 

co 


00 

c 

o 

03 
O) 

175 
0 

^  > 

°  C 

$ 

CD 


5 

i 

03 


"D 

C 

co 

c 

.2 

o 

m 

o 

o 

c 

o 

"co 

E 

£ 

c 

0) 

ro 

E 

o 
•*— » 

3 

CO 


o 

o 

c 

.c 

o 

0) 


2  S  §  2 


°  E 


oo 

TO 

o 

£5 

O) 

.0) 

175 

03 

a 

o 

8 

0) 

o 

o 

TO 

TO 

c 


CD 

O 

a 

TO 

O 

TO 

-TO 

>*— 

TO 

CD 

03 

TO 

O 

?  _ 

.TO  W 

te 

CO 

c 

o 

co 

c 

3 

O 

o 

o 

CO 


E 

© 

V! 

85* 

O) 

c 


CO 

c 

o 


o  <r 

o 

£ 


0) 


-TO 

TO 

TO 


£0 

p 

0 

TO 

LE 

p 

03 

C 

a 

£ 

o 

’c 

O 

0 

CL 

o 

175  to 

O  P 


TO 

P 

to 

TO 

£ 


c 

2 

«  8 

§  * 

4-# 

3  H 

< 


2 
0 
X3  CO 
-D  *- 

c  o 

CO  0) 

■C  c 

0  P 
o  cT 

3  O 
■O  c 

o  S 

-t  > 
c  c 


>% 
x: 

CL 
CO 

o  X 

-c  4- 

CL  O 
CO  CO 

I! 

0  03 

1  S’ 

S  < 

c  _ 

—  O) 


TO 

o 

-3*C 

p 

s 

Cr 

O 

TO 

O 


03 

O) 

175 

0 

> 

c 


•8 

c 

03 


03 

O 


C 

0 

0 

& 


I 

!« 

4— 

TO  © 

TO  C 
TO  O 

^  — 
13  03 

5  E 

^  o 

-  "3 
< 


CO  8 

5  15 

TO  TO 

a  o 

§  B 

o  P 

CD 

O  TO 

°  £ 
-Q  t" 

2  1?5 
c  p 
5  TO 
1  $ 

£  | 
O  07 
P  -Q 

.§>  <g 

•6  S 

TO  ^ 

TO  TO 
TO 

•8-g 

«  I 

§  TO 
P  73 

fe  5 

TO  co 
03  p 

Q)  03 
P  -Q 
S  p 

P  rg 
4  Q, 


TO 

£ 

o 

TO 

TO 


o 

c 

o 

a 

0 


CO 

cL 


o 

TO 
0  TO 


£ 
TO 

8 

p 
TO 
CD 

£ 

o 

&  2 

p 

“  h 

0  i 

173  TO 


O 

0 

Q£ 

od 

CO 

c 

© 

E 


0  .= 

c 

3 
O 
o 
o 

CO 
C to 

p— 

2 

0 


~o 

0 

3 

cr 

0 

i_ 

c 

o 

c 

0 

£ 

0 


CO 

3 

C 

03 

E 


c 

0 
l__ 

h- 

CO 
p 
c 

3 
U_ 

o 

‘c  TO 

o  p 
jro  O 
o 

©  *. 

m 


o 

£ 

£ 

a 

o 

TO 

TO 

TO 


c 

3 

O 

®  -s 

0  CO 

S 

0  2r* 
o  ^ 

If 

cc  E 


3 

CL 

C 

c 

o 

"co 

E 

o 

>*— 

c 


>> 

o 

0 

3 

o 

o 

ra 

0 

x: 

0 

> 

o 

L_ 

CL 

E 


D) 

?'C 

3  c==r- 

3 

■  *n 
C 

o 

?U 

D 

S 

D 

P) 

O 


•  •  • 


o 


a 

0 

C£ 

175 

cc 


c 

o 


T3 

0) 

-g 

> 

o 


c/3 

0 

o 


03  O 

*$  $ 
O  95 

a>  « 

o  2 
s 

©  o 

CD  °CD 

a  t: 

3  vg 

5 
o 
o 


C/3 

c 
0 

E 

03 

1 

C 
0 

"n  03 


oi 

03 


3 

O 

03 


85 
a  ^ 
3  *3 
a  *o 
22  § 


3 

o 

fi 

00 

03 


O  o 
.CD 


CM 

ID 

3 

CD 


0 
3 
*0 

03 

•5  -3 

&  I 


0) 

8 

o 

o 

3 


a 

'1— 

175 

0 

cn 


o 


^5 


CO 

3 

8 

03 

CL 

0  22 

*CD  © 

&2 
O  K 


Co 

-t— I 

3 

3 

o 

a 

o 

CD 

175  , 

3  00 
£  =8 
c  ;■= 
<6  o 

c  ■S 

1  $ 

S  03 

-3 


$ 

o 


£ 

CO 

3 

,3 


3 

"3 

3 

o 

o 

CO 

3 


3 
0) 
<r  Id 
-  55 

03 


s 

•e 

CO 

3 

0 


8 

3 

Cr 

03 


3  ® 
*P  J3 


03 

0) 

5 

^=9 

o 

3 


.£  g 


Co  0) 


8  ■§ 

o 
-3 
£ 
CO 
3 

8 


8 

CO 

f- 


!  ai 
CD  -i 


2 

m 

c 

8 

%=> 

© 

CL 


© 

C 

© 

JQ 


% 

o 


© 

O) 

l. 

CD 


OT 


O  C 

h_  © 

0  =5 

©  L_ 

©  H 

S8 
©  © 
"5  °° 

1 1 

o  *> 

I  ® 

<4-* 

TO  © 

•-  2 
w  3 
Z  O 

H  5 


Kogawa  Corisulfin^ilid.|  J 


c 


C/3 

8 

CD 

O 


C/3 

0) 

'■c 

03 

Q, 


CO 

TO  o 

3.1 

03  CL 

15  oj 

> 

„0  « 


JC 

■*-< 

o 

» 

5 

173 

C 

o 

8- 

03 


cB 

■§ 

CD 

S 

03 

1  *• 
■cS 

O  3 

5*1 

|i 

1 1 

o  d 

a£> 

CD 


CO 

d 

o 


CO 

c 

ro 

u_ 

cc 

3 

0 

© 

CO 

> 


c 

CD 

0) 

«S 


CO 

c 
8 
03 

q. 
o  £ 

X  X3 

Cl  ro 

Q  Cl 

&  s 

03  c 


d 

03 

£ 

03 

3 

C 

45 

d 

<8 


c 

CD 

t 

o 

Q. 

E 


8  | 
8.  S 

k- 

2  175 
H  « 

CD  s 

Q_  03 

03  £ 

£  > 

Jr  TO 
O  3 

03  O 

s  ™ 

a  g 

O 

o.£ 


03  £ 
^  0 
cd  x: 

E  $ 


O 
d  Q. 
CD  g 

§>  § 

S  L- 

|S 
S  * 


d 

o 


CD 
*0 
d 
03 

E 

5 
o 
o 

8 

CD  C 

16  "3 

03  O 

5  ^ 


0 

_c 

o 

-4-» 

0 


0 

TO  £ 

3  o) 

E  £ 
o  L 

CL  0 
Cl  175 
CD  c 

C  5 

©  o 

JQ  ■*=> 
C/3  t- 

C0  o 

=C  ’d 

c  °* 

CD  C 

£  1 

CD  (0 

3  *- 

03  0 

0  -Q 
ra  5 

•  ™  CO 

*  o 

CD  CO 
o 

CO  CD 
-C  V4- 

o 

§■  .■» 


3 

e 

CD 

03 

■fcw 

m 


cr 

c 

0 

O 

0 

JC 

■d 

0 


.'tr 

o 

0 

£ 

o 

CD 

© 

"O 

> 

o 


> 

-d 

0 

CL 

o 

L_ 

Q. 

CD 

O 

0 

<59 

d 

s 

■o 

© 

<*=» 

CD 

E 

E 

i_ 

0 

0 

JO 


o 

o 

£ 

ro 


c 

CD 

TO 

i_ 

CD 

3 

03 


<  c£ 


£  CD 
^  CD  o 

■=  ? 
Q.  £ 


m 

c 

o 


C/3 

c 

.2 

o 

© 

03 

C 

o 

03 

c 

o 

>» 

c 

CD 

0 


.a 

« 

§ 


CD 
3 

CD 
o 

175 
o 
o 

03 

■c 
-sc 

CD 

O)  g3 

t*  "I 
§  te 

£  o 

I 

■R  s 

§  K 

p  s 

03 

3 

0 


o  co 

I4 -8 

o  S 
a  g 
c  a 

ft* 


d 

CD 

-C 

O 

CD 


CO 

03 

O 

S 

8 


d  03 

03  x: 
© 

•Q 

co  0 
CD  co 

■c  tTj 
CO  o 

g  o 


d 

O 

o 

o 

o 

CD 

_co 

C 

03 


S 

o 

o 

03 


175 
o 
O 
a)  42 

.E  Q> 

©  S 

§  5 

o 

© 

cr 


03 

-C 

O 

© 

d 

03 

co 

co" 

-C 

f- 

03 

O 

p 

03 

-*«« 

QC 

"r- 

CO 

03 

40 

O 

d 

O 

8. 


D) 

C 


175 

§  ^ 

C  p 


■  •  CD 

0>C 

a>” 


CO 


0 

0 

c 


hc 

©ejo 

<1) 

C££L 

roc 

"O  o 

rot! 

3° 

og- 


3 

!'5^ 

O 

—  -  1  “>£*?$  - 

3  -3sff ; 

C/3 

0 

O 

3 

0 

>3 

O 

3 

~o 

O 

*  -■5?'^ 

.  ,sm 

C 

ro 

ro 

2 

;w 

3 

CL 

0 

V-:#. 

T-  ■■•-■- 


DO  C 

-5  i 

CO  CO 

Q  03 
03 

~o  3 
c  ‘3 

CO  3 


0  * 
03 

-  8 
O  Q 

3i  1 

c  o 

a) 

°  M 

o 


CO 

0 

o 


»(« 


c 

o 

"o 

Z3 

~o 

o 

i— 

CL 

m 

3 


Q3 

-3 

o 

■& 


c 

o 

ro 

O) 


E  - 

§ 
o 


03 

e 

3 

8 

"*w 

3 


cr  O 

© 

JZ  H 

O 


o 

O) 

E 

o 

L_ 

3 

a 

.+-» 

o 


c 

03 

E 

E 

I 

83 

3 

3: 

g 

to 

3 

co 

E  ^ 

p  33 

K  •§ 

8  § 
E 
E 

<2  8 

CO  Q) 

D) 

r*  h-o 

I  § 

CO 

.  O) 

0  3 

^  g 

II 

^  3 

t:  o 

■6  8 

-S  g 
^  b 

3  3 


03 

-3 


'^=*=5 

CO 


r-  c 

21 

m  ®  « 
*=*«**> 

3  g 
03  cB 

E  <■> 

c  CO 

3  03 
2-§ 

83  §• 

C5  8 

O  03 

a  g 

co 

o 


a 

8 

a 

& 

8 

03 

•C 

■s 

o 

£ 

& 

D) 

03 


3 

O 

o 

■+-J 

03 

3 

3 

3 

a 

o 

3D 

3 

O 

« 

1- 

£ 

03 

fS 


■3 

‘S3 


§ 


03 

8 

!fc 


3 
o 
c 0 

•I  c 

2  83 

K  * 


03 

-3 


3 

03 

1 


3 

O 


03 

-3 


3 

_Q3 

P 


# 

03 

JZ 

V*— 

o 

c 

o 

m 

> 

o 

I— 

CL 

03 


U 

C 

3 


h~ 

2 


0) 


CO  --- 


2 

I 

"S, 

p) 

03 


1* 


c 

CD 

E 

c 


c 

0) 

E 

>» 

ro 

o. 


8 

.■§ 

03  3 

^  83 

1 

03 

"X  CO 
D3  03 

O  g 


>« 
O  ro 

D)  C 

03  5 
JZ  ■*-’ 

x: 

E? 

3  O 

E  E 


o 

~  -o 

O  -8 

w  8 

:>  s 

a  s 

co  § 

0  8 

■J3  »- 

0  i 

o  ^ 

2  p 

Q_ 

0 

— 

-O  3 
ro  03 

+Z  TD 
3 

ro  03 


I 

co 


JO 

0 


a 

03 

*o 

3 


E 

E 

ro 


CO 

<D 

a 

'£ 


0  .E 

£  c 

0  "S 

.9-  c 

■S  •■§ 

c  ro 

o  £ 

•■5  O 
ro 

0  H 

CL 


p§- 

Eg 

^D) 

£ 

i 

-O 

X3) 

:x3 

o 

SO) 

:0 


•  •  • 


Publ  ic  Guar  dian  &  Tr  ust  ee: 

Report  on  Reengineering 


•  •  • 


Kogawa  CofiMIFfg M 


03 

CD 


JD 

13 

CL 


S^3£&«i 


tf) 

775 

to 

-Q 


8 

<D 

L. 

■w 


CD 

*2 

CD 

5 

CO 

2; 


CO 
05  CD 


0 

"c 


o 

§ 


r 

©•©-WS'-i.. 

8 

c 

CL 

E 

© 

ID 

c 

i 

o 

c 

8 

5 

P 

o 

~*3Wpii 

aj 

c 

■w 

o> 

L» 

a 

o 

o 

C/5 

L-. 

0 

ID 

© 

v__ 

o 

.  tS-^' 

0 

O 

*> 

CO 

_> 

CD 

2 

© 

a. 

0 

■ 

if'; 

-•  -  - 

8 

•m 

"l_ 

Cl 

u— 

O 

© 

© 

X5 

© 

c 

03 


1 

CD 

•*«* 

© 

•C 

tM 

CO 

CD 

CO 

.05 

2 
CD 

a 

5 

o 

o 

Vi 

5 

02 

1 

C 

a 

•c 


05 

*2 

CD 


cn 

c 


05 

XI 

2 

3 

o 

£ 

a> 

jh 

re 

E 

05 

X 


o 

3 

E 

5 

o 


of 

0) 

a 

> 

8 


>> 

to 

CL 


© 

CD 

s 

© 

■c 


o 

CO 

s  § 


05 

b= 

CD 

E 

05 

SZ 

o 

8 

0) 

& 

c 


02 

*C: 


2  1 

Q 
© 

95  13  '•£ 
■a,  C  5 
CD  CD  -q 


© 

N 


05 

O 

E  l 

8  r 

E  ~o 
o  ® 
Vi  to 
3  Q. 
U  05 

■O  Q. 

S.2 

CD  C 

c  o 

05  05 

-M  c 
to  to 
E  « 


I  I 

05  g 


8 


-3 
05 
05 

.  C 

©  u_ 

c  to 

•S5  ® 

o 

.Q  <0 

775  - 

2  2 
-b  0) 

o  7?  _  jz 

*•  O  ©  *-* 


© 

■2 

© 

S 

© 

•c. 


c 

h= 

2 

05 


© 

•fca 

S. 


© 


c 

© 


.CO 

o 

■X 


-Q 

© 

CC 

s 

a 

% 


©>  "S 

§  i 
©  != 
3 

C  CL 

©  Q) 

S  -Q 
©  2 
c  2 

©  CO 

©  -K 

|5 

®  05 

> 


o 
c 

co  £ 

5  1 

K  « 


8 

© 

£ 


to 

sz 

05 

i— 

i 

C 

05 

O 

21 

Vi 

=  8 
I  c 

03 

“W  3 

E  -o 

-*  0) 

I  1 

E  a. 

o  «_ 

vt  O 
05 
"O 
35  C 

m  ro 
05  E 

CL  C 
X  05 
05  -O 


© 

o 

g 

8? 

o 


§ 


5 

5 
o 
o 
© 
F- 

£ 

© 

-c 

c 

© 

CO 

© 

2i 

6 
E 
© 
Vi 
© 


! 

© 

s 

© 

© 

t 

© 

•I 

L» 

© 

o 


© 

«c 


S?  is 


© 

sc 

§ 
© 
CL 

•C  -2 
z;  -Cf 
©  © 
©  Q. 
TO 

©  O 

fc  -S 

FS  o 


U) 

*£. 

D 

“40 

c 

o 

U 

D 

£ 

D 

O) 

O 


•  • 


Public  Guardian  &  Trustee: 

Report  on  Reengineering 

TABLE  OF  CONTENTS 


INTRODUCTION  _  1 


Overview  of  Change  Initiatives  at  the  Office  of  the  Public  Guardian  &  Trustee . 1 

Project  Background . 4.. 

Organization  of  Report . 5.. 

Project  methodology . ....6.. 

Impact  of  Budget  Constraint  on  Redesign . 8. 

STRUCTURAL  CHANGES:  CLIENT  SERVICES _  9 


Regional  Service  Delivery . 2.. 

Management  Structure  of  Client  Services  in  Toronto  Region . 1  2 

Management  of  Client  Services . 1.6 

Client  Services  Caseload . 18 

Standardization  of  Support  Staff . 1.9 

Decentralization  of  Files  in  Client  Services . 21 

Trust  Investigations . 21. 

Management  of  Trust  Investigations . 25 

Real  Estate  Sales . 23 

Sale  of  Chattels . 3Q 

Insurance  of  Client  assets . 3.1 

Incorporation  (Inventorying)  of  assets . 33 

Coordinate  Sales  of  Client  Automobiles . 35 

Specialized/Centralized  Services . 37 

Other  Recommended  Changes . 38 

Manage  Personal  Care . 39 

STRUCTURAL  CHANGES:  FINANCE _ 42 


Structure  of  Finance  Department . 42 

Payables/Receivables . 44 

Amalgamation  Of  Systems  And  Processes  (AOC) . 50 

Implementation  of  Systems/Process  Changes  (AOC) . 52 

Perpetual  Care  Trust . 54 

Reporting . 56. 

Tax  Compliance . Al. 

STRUCTURAL  CHANGES:  OTHER _ 63 


Treatment  Decisions . 63 

Crown  Estates . 67. 

Dissolved  Corporations . 7.1 


ESI 

KOGAWA 


Public  Guardian  &  Trustee: 

Report  on  Reengineering 


_ _ TABLE  OF  CONTENTS _ _ _ _ 

INFORMATION  TECHNOLOGY _ 74 


Trust  accounting  System . 75 

Case  Management  System . 76 

Reporting . 77. 

Document  Management  System . 78 

On  Line  Help . 72. 

Voice  Dictation  Software . 72 

Interfaces . 81. 

PROCESS  SPECIFIC  APPLICATIONS  OF  INFORMATION  TECHNOLOGY _ 83 


Receive  Certificates  of  Incapacity . 83 

Opening  Files . 86. 

Automation  of  Trust  Investigations . 88 

Screening  Allegations  of  Harm  or  Abuse . 2D 

Automation  of  Guardianship  Investigations . .92 

Electronic  Funds  Transfer/Bulk  Payments  &  Receipts . 24 

Receive  Referral  Under  Health  Care  Consent  act . 9.6 

Office  Organizer . .98 

Purchasing  Cards . 9.9. 

BUSINESS  FOCUS _ TOO 


Restrict  Services  Provided  to  "Non-Last  Resort"  Client  Segments . . . .100 

Screen  Private  Guardians . .103 

Recovering  Costs  of  Guardianship  Investigations . 106 

Client  Securities  and  Cash  Balances . 107 

Cheque  Production . 1Q9 

Outsourcing  of  Litigation  Services . 110 

Professional  Standards:  Legal  Services . .1.1 5 

Relationship  of  the  Charitable  Properties  Division  to  PGT . 1 1 7 

POTENTIAL  NEW  BUSINESS _ 120 


Wills  Registry . 120 

Power  of  attorney  Registry . 120 

Alternative  Trust  Business . .121 

APPENDICES 

a:  Downsizing  as  a  Result  of  1 997/98  Budget  Constraint . 1 22 

b:  Contract  Out  Investigations  -  Cost/Benefit . 124 

c:  Sell  real  Estate . 127 

d:  Finance  Organization  Charts . 3.39 

E:  AOC  Workflow  Diagrams  and  Descriptions . 141 


9 

KOGAWA 


Public  Guardian  &  Trustee: 

Report  on  Reengineering 


Introduction 

Overview  of  Change  Initiatives  at  the  Office  of  the  Public  Guardian  & 
Trustee 

The  Office  of  the  Public  Guardian  and  Trustee  has  been  undergoing  continuous 
reengineering  and  change  since  1993  in  order  to  position  the  organization  to  respond  to 
societal  changes  (e.g.  deinstitutionalization),  an  aging  population,  the  growing  concern 
surrounding  abuse  and  neglect  of  adults,  new  legislation,  a  new  mandate  and  the 
challenge  of  meeting  its  service  delivery  demands  in  a  fiscally  constrained  and 
downsizing  environment. 

In  1993,  an  extensive  Operational  Review  was  undertaken  following  a  highly  critical 
report  by  the  Provincial  Auditor  of  the  PGT's  ability  to  provide  a  proper  standard  of 
administration  of  trusts  and  estates.  The  Review  resulted  in  a  reorganization  of  the  Trust 
Administration  Department  including  a  merger  of  a  number  of  departments  and 
functions,  streamlining  and  consolidation  of  functions,  reduced  duplication,  creation  of 
efficiencies,  delegation  of  authority  to  the  front  lines  and  increased  staff. 

In  1994-95,  the  PGT  was  given  a  significant  new  responsibility  to  act  as  guardian  of 
vulnerable  persons  under  The  Substitute  Decisions  Act  (SDA).  The  organization  went 
through  major  transformation  and  significant  organizational  change  in  order  to  ready 
itself  for  its  new  mandate: 

•  a  new  organizational  design  to  carry  out  the  new  responsibilities  of  the  PGT 

•  the  establishment  of  four  regional  offices  to  decentralize  service  delivery  across 
the  province 

•  the  establishment  of  a  multi-disciplinary  team  approach  critical  to  improved 
client  sen/ice 

•  further  delayering  and  merging  of  functions  where  appropriate 

•  delegating  authority  to  the  appropriate  level  of  staff 

•  the  development  of  detailed  policies  and  procedures 

Since  the  proclamation  of  the  SDA,  the  PGT  has  been  under  significant  fiscal  pressure  as 
resource  reductions  were  made  to  both  staffing  and  operating  funding  in  order  to  meet 
the  strict  fiscal  targets  set  by  government.  During  1995-96,  the  PGT  undertook  the 
following  initiatives  to  continue  to  reengineer  its  operations  in  order  to  meet  the 
challenge  of  providing  excellent  sen/ice  delivery  in  a  climate  of  contracting  resources: 
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•  work  flow  diagnosis  and  changes  to  the  Trust  Accounting  Unit  which  resulted  in  a 
more  streamlined  and  efficient  operation,  reduced  staff  and  outsourcing  of 
cheque  production 

•  work  flow  diagnosis  and  changes  to  the  Administrative  Support  Unit  which 
resulted  in  the  elimination  of  non-value  adding  functions,  creation  of  holistic 
jobs,  improved  internal  client  service  and  the  elimination  of  positions 

•  merger  of  the  PGT  and  the  Capacity  Assessment  Office 

•  merger  of  the  PGT  and  the  Accountant  of  the  Ontario  Court  (General  Division) 

•  new  revenue  initiatives 

In  summary,  between  1993  and  1996,  the  PGT  was  transformed  from  a  centralized 
operation  focused  on  the  management  of  only  financial  affairs  for  mentally  incapable 
persons  to  a  decentralized  operation  in  five  locations  of  the  province  (Ottawa,  London, 
Hamilton,  Sudbury  and  Thunder  Bay),  with  a  significantly  expanded  mandate,  from  very 
litfle  contact  with  the  client  to  significant  client  and  family/caregiver  contact  through  a 
multi-disciplinary  team  approach,  from  management  of  financial  affairs  only  to: 

•  undertaking  urgent  investigations  where  there  are  allegations  of  abuse  or 
neglect  of  incapable  persons 

•  screening  and  monitoring  private  applications  for  guardianship 

•  acting  as  guardian  where  there  is  a  serious  threat  to  a  mentally  incapable 
person's  personal  or  financial  well  being 

•  becoming  the  treatment  decision  maker  for  incapable  persons  where  there  is 
no  other  person  willing  or  able  to  act. 

The  way  the  Office  conducted  its  business  was  also  changed  significantly: 

•  comprehensive  banking  and  cash  management  services  for  our  clients  was 
implemented  with  a  financial  institution  following  a  tendering  process 

•  safekeeping  services  for  securities  and  custodial  services  for  tangible  assets  was 
also  implemented  with  a  financial  institution 

•  new  partnerships  were  forged  with  services  such  as  Electronic  Data  Interchange 
(EDI) 

•  review  and  advice  on  client  securities  by  an  Investment  firm 

•  investment  portfolio  management 

•  the  outsourcing  of  income  tax  preparation  services 

In  spite  of  the  significant  transformation  and  reengineering  of  the  PGT  over  the  1993-96  period, 
the  PGT  has  continued  to  be  faced  with  fiscal  constraints  which  has  resulted  in  a  reduction  in 
resources  with  no  corresponding  reduction  in  services  demands.  Moreover,  the  present 
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government  has  clearly  stated  its  direction  to  change  the  way  the  Government  of  Ontario 
works  and  has  directed  all  ministries  to  identify  the  best  ways  to  carry  out  their  businesses. 

To  respond  to  the  government's  direction  to  review  it  businesses  and  how  they  are 
carried  out,  and  to  meet  the  challenge  of  continuing  to  meet  service  demands  more 
cost  efficiently,  in  the  summer  of  1996  the  PGT  undertook  a  comprehensive  reengineering 
initiative  including  a  review  of  all  its  businesses  and  their  relationship  to  government.'  This 
report  is  the  summary  of  the  recommended  changes  coming  out  of  the  project  and  the 
analysis  of  current  processes.2 


1  “Review  of  PGT  Change  Initiatives",  C.  Winter.  Mar  '97 

2  See  "Report  on  Current  Processes",  Kogawa  Consulting  Ltd..  Sept  '96 
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Project  Background 

•  the  project  was  initiated  in  the  summer  of  1996  in  response  to  the  government’s 
articulation  of  a  need  to  change  the  way  the  Government  of  Ontario  works 

•  management  of  the  PGT  felt  it  necessary  to  initiate  a  process  to  position  the 
organization  to  "meet  the  challenges  of  operating  in  an  environment  where  we  have 
to  do  a  better  job  of  meeting  our  clients'  needs  more  cost  efficiently.  The  need  to 
assess  what  we  do  and  how  we  do  it  is  critical  to  our  ability  to  meet  this  challenge.”3 

•  the  reengineering  of  the  PGT  was  to  consist  of  the  following  major  components: 

-  an  analysis  of  current  business  processes,  human  resources  and 
information  technology  challenges 

-  development  of  options  for  redesign  of  the  Office,  its  work  flows,  business 
processes,  human  resources  and  organizational  design 

-  development  of  an  information  technology  conceptual  design  and 
options  for  new  information  technology  architecture 

•  a  team  of  consultants  was  assembled  to  assist  in  this  project 

-  Kogawa  Consulting:  Business  Process  Mapping  of  current  businesses  and 
redesign  options 

-  Aratek  Software  Research  (Canada)  Inc.:  Information  technology 
assessment  and  options  for  new  information  technology 

-  Bridgepoint:  Human  resources  assessment  and  integration  into  redesign 

This  report  attempts  to  summarize  implications  of  both  the  information  technology  and 
human  resources  components  of  the  project.  However,  it  is  not  intended  to  be  a 
complete  discussion  of  either.  Project  deliverables  of  Aratek  or  Bridgepoint  should  be 
reviewed  for  additional  information  and  insights. 

The  focus  of  this  report  is  the  redesign  options  and  recommendations  flowing  from  the 
analysis  of  current  processes4 


3  See  “Reengineering  the  OPGT".  D.  Oakley  -July  '96  (memo  to  all  PGT  staff) 

*  See  "Report  on  Current  Processes”.  Kogawa  Consulting  Ltd..  Sept  '96 
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Organization  of  Report 

•  this  report  is  organized  according  to  the  four  main  sections  below.  Specific 
recommendations  for  individual  program  areas  or  organizational  areas  are 
found  under  each  of  the  following  headings: 

-  Structural  Changes 

-  Business  Focus 

-  Information  Technology 

-  Potential  New  Business 

•  Each  sub-section  consists  of: 

-  A  brief  description  of  the  program  area  or  organizational  unit  under 
discussion 

-  Overview  of  current  issues/opportunities 

-  Pro/Con  discussion  of  options 

-  Recommendations 

-  Supporting  Charts  or  Workflow  Diagrams  (where  applicable) 

Note:  The  structural,  information  technology  and  process  changes  recommended  in  this 
report  are  within  the  context  of  the  PGT  as  an  arm  of  the  government.  The 
recommendation  of  the  Business  Planning  Project10  is  for  the  PGT  to  devolve  to  an 
arm’s  length  statutory  corporation  outside  of  government.  Implementation  of  this 
recommendation  will  necessarily  involve  significant  structural  changes  including: 

•  establishment  of  a  Board  of  Directors 

•  review  of  the  current  senior  management  team  structure  and  responsibilities. 
For  example,  the  Provincial  Guardian  &  Trustee  currently  has  a  dual  role  as 
the  Assistant  Deputy  Minister  which  will  cease  witfi  devolution. 

•  this  report  does  not  address  the  future  structural  requirements  of  the  PGT  as  an 
entity  outside  of  government,  although  this  will  certainly  be  necessary  as  the 
details  of  the  PGT's  new  incarnation  are  established 
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Project  Methodology 

•  the  project  methodology  followed  for  the  review  of  current  processes  and  design  of 
new  processes  was  Kogawa's  Structured  Work  Analysis  Technique  (SWAT)5 

Current  Process 

•  the  project  began  with  a  review  of  current  processes  including: 

-  process  mapping 

-  identification  of  linkages  to  other  processes  and  external  entities 

-  identification  of  issues  and  opportunities  for  improving  workflows  and  linkages 

•  to  provide  input  to  the  process  mapping,  cross  sections  of  staff  involved  in  various 
processes  participated  in  facilitated  information  gathering/process  mapping  sessions 

-  sessions  took  place  from  July  -  August  '96 

-  more  than  70  PGT  staff  took  part  in  the  meetings,  providing  input  and 
expertise  for  the  analysis  of  current  processes 

•  a  "core"  team  of  participants  was  chosen  to  review  the  work  of  the  individual 
process  mapping  teams  and  to  identify  linkages  between  processes 

-  this  Transformation  Team 6  consisted  of  staff  from  the  major  program  and 
support  areas  of  the  PGT 


-  the  team  identified  the  high  level  processes  of  the  PGT,  from  which  the 
following  Strategic  Process  Framework  on  was  developed: 


5  Kogawa  Consulting's  Methodology  for  business  process  analysis  and  redesign 

6  See  "Transformation  Team  -  Terms  of  Reference".  Bridgepoint.  July  '96 
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Redesign 
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-  the  team  reviewed  each  set  of  completed  process  maps  to  ensure 
consistency,  linkages  and  issues/opportunities  were  identified 

-  the  team  also  ensured  that  the  unique  needs  and  perspectives  of  their 
particular  area  were  made  known  to  the  consultant  from  Kogawa 


following  the  analysis  of  the  current  process,  the  project  plan  called  for  teams  of 
staff  to  reassemble  to  address  the  issues  and  opportunities  identified  during  the 
first  phase  of  fhe  project  and  to  design  new,  effective  business  processes 

it  was  intended  that  the  Transformation  Team  would  again  participate  in  a 
coordination  role  to  ensure  that  linkages  were  made  and  that  the  issues  and 
opportunities  raised  during  the  current  analysis  were  appropriately  addressed 
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Impact  of  Budget  Constraint  on  Redesign 

•  following  the  completion  of  the  analysis  of  current  processes,  the  PGT  received 
notice  of  its  budget  constraint  for  fiscal  1997/98 

•  the  size  of  the  required  budget  cut  necessitated  a  shift  in  direction  for  the 
reengineering  project 

-  the  emphasis  became  reduction  of  budget  dollars 

-  the  severity  of  the  cuts  and  the  uncertainty  of  which  areas  would  be 
impacted  made  it  impossible  for  the  intended  participative  process  to 
be  followed 

•  the  PGT  received  notice  that  union  members  should  not  be  involved  in 
reengineering  efforts  that  ultimately  would  result  in  the  elimination  of  union  jobs 

-  again,  this  derailed  the  staff  participation  that  was  planned  to  direct  the 
redesign  of  processes 

-  in  addition,  the  Transformation  Team  was  disbanded  as  several  of  its 
participants  were  union  members 

•  the  redesign  effort  then  became  one  of  deriving  information  from  management 
of  the  PGT  and  attempting  to  meet  the  prescribed  budget  constraint  while  still 
delivering  an  acceptable  level  of  service  to  clients 

•  a  summary  of  the  initiatives  to  meet  the  PGT’s  1997/98  budget  constraint  is 
provided  in  Appendix  A 


The  document  that  follows  is  intended  to  provide  a  summary  of  the  discussions,  options 
and  recommendations  made  by  PGT  managers  for  the  restructuring,  downsizing  and  re¬ 
thinking  of  the  services  delivered  by  the  PGT  and  the  means  by  which  they  are 
delivered. 

r 

v 

The  scope  of  this  report  expanded  to  include  summaries  of  a  number  of  initiatives 
already  underway  at  the  PGT.  An  attempt  has  been  made  to  give  credit  to  the 
individuals  who  prepared  source  material  and/or  initiated  changes  to  work  processes  or 
organizational  structures.  The  reader  is  encouraged  to  re  view  the  footnoted  materials 
for  additional  information. 
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Structural  Changes:  Client  Services 


Regional  Service  Delivery 

Description 


•  regional  offices  were  established  as  a  direct  response  to  the  1992  Provincial 
Auditor's  Report  which  strongly  criticized  the  Public  Trustee  over  inaccessibility  to 
clients,  poor  customer  service  and  ineffective  management  of  clients'  assets7 

•  the  Provincial  Auditor’s  report  stated  that  "province  wide  contact  with  clients 
can  only  be  achieved  by  local  offices" 

•  the  intent  of  The  Substitute  Decisions  Act  is  that  the  sen/ices  offered  by  the  PGT 
be  more  accessible  and  that  contact  with  clients  is  essential  to  fulfill  the 
statutory  mandate 

Current  Situation 


•  in  addition  to  the  Toronto  office,  the  PGT  currently  delivers  sen/ices  from  four 
regional  offices  -  Hamilton,  London,  Sudbury  and  Ottawa  -  and  from  a  satellite 
office  co-located  with  MCCR  in  Thunder  Bay 

•  regional  offices  are  responsible  for: 

-  providing  financial  and  personal  guardianship  sen/ices  to  incapable 
persons 

-  conducting  urgent  investigations  and  bringing  applications  for 
temporary  guardianship 

-  making  last  resort  decisions  under  the  Health  Care  Consent  Act 

r 

-  providing  community  outreach  and  education  about  the  PGT's  role  and 
the  services  it  delivers  to  incapable  persons 

•  the  possibility  of  closing  one  or  more  regional  offices  was  identified  as  a 
potential  opportunity  for  cost  savings  during  the  PGT's  1997-98  budget 
constraints  exercise 


7  See  ‘‘Savings  Initiative:  To  close  the  four  regional  offices  of  the  Public  Guardian  and  Trustee",  prepared  by  C. 
Winter  and  S.  Yetter 
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Options 


Option  1: 

Eliminate  Regional  Offices  and  centralize  service  provision  in  Toronto 

Pros 

Cons 

•  conceDtuallv  results  in  some  savinas  to  the 

PGT 

•  although  there  is  a  small  reduction  in 
staff  costs,  there  is  a  corresponding 
increase  in  ODOE  that  more  than 
offsets  the  savings 

•  negative  impact  on  customer  service  and  i 

financial  management  of  client  assets 

•  regional  offices  have  had  a  very  positive  impact 
on  the  image  of  the  PGT  in  the  communities  they 
serve 

•  reduced  responsiveness  to  the  unique 
circumstances  and  needs  of  regional  areas 

•  communities  have  responded  well  to  service 
being  provided  in  regional  communities  rather 
than  Toronto,  where  it  is  perceived  the  needs  of 
regions  are  not  well  understood  or  appreciated 

•  would  severely  limit  clients'  accessibility  to  PGT  j 

•  the  impact  of  this  option  would  be  magnified  by 
the  current  reductions  in  corresponding 
community  support  services 

•  this  is  contrary  to  the  findings  of  the  Provincial 
Auditor’s  Report  and  the  intent  of  the  Substitute  \ 
Decisions  Act 

•  closing  offices  will  not  reduce  the  overall 
caseload  of  the  PGT.  Consequently,  roughly  the 
same  number  of  front  line  staff  will  be  required  to 
service  the  needs  of  clients,  resulting  in  maximum 
gross  savings  of  $500,000.  Since  the  PGT’s  offices 
are  located  in  government  owned  buildings, 
there  are  no  ODOE  savings  from  closing  the 
regional  offices. 

•  fulfilling  the  PGT's  mandate  for  client  accessibility 
exclusively  from  Toronto  will  lead  to  significantly 
increased  travel,  accommodations  and 
telecommunications  costs.  In  fact  these  costs 
more  than  offset  the  savinas  from  eliminatina  the 
reaional  offices,  resultina  in  a  net  neaative 
imoact  of  aDDroximatelv  -$50,000 

•  OPS  labour  restrictions  would  prevent  transferring 
staff  from  regional  offices  to  Toronto,  as  the 
offices  are  more  than  40  km  away.  As  a  result, 
the  PGT  would  have  to  recruit  and  train 
approximately  49  new  staff  members  while  losing 
the  experience  and  knowledge  of  existing  staff. 

•  increasing  staff  in  the  Toronto  office  by  49  would 
almost  certainly  increase  the  space  requirements 
of  the  office,  with  subsequent  increases  in  ODOE 
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Option  2: 

Decentralize  Northern  service  through  introduction  of  Satellite  Offices  in  larger 
centres  identified  as  ‘hubs'  in  the  Ministry  of  Northern  Development  and  Mines 
plans 0  for  redesigning  delivery  of  government  services  in  northern  Ontario? 

Pros 

Cons 

•  enables  the  PGT  to  increase  its  presence  in 
northern  communities  by  expanding  the 
number  of  sites  in  which  it  is  located 

•  consistent  with  Ministry  of  Northern 
Development  and  Mines  (MNDM)  plans 

•  PGT  would  co-locate  with  other  government 
agencies  in  larger  northern  centres  (Thunder 
Bay,  Sault  Ste.  Marie,  Sudbury,  North  Bay  and 
Timmins  have  been  identified  as 
‘administrative  hubs’  in  MNDM's  plan) 

•  main  concentrations  of  PGT  clients  in  the 
north  can  be  served  from  the  centres 
identified  by  MNDM  as  administrative  hubs 

•  MNDM  plan  calls  for  sharing  of  infrastructure 
and  administrative  costs 

•  would  make  it  possible  to  eliminate  the 
Program  Manager  and  corresponding 
support  staff  from  the  Sudbury  office 

•  it  is  proposed  that  programs  and  staff 
become  the  responsibility  of  the 
Program  Manager  from  the  Ottawa 
Regional  Office 


elimination  of  the  Program  Manager  in  the 
Northern  Region  is  a  source  of  concern 
because  of  the  overall  management  of  the 
PGT’s  presence  that  this  role  is  intended  to 
provide 

•  part  of  the  role  of  the  Program 

Manager  is  to  raise  the  profile  of  the 
PGT  and  maintain  the  corporate 
perspective 

the  Program  Manager  manages  human 
resource  issues  for  staff  in  the  regional  office. 
Elimination  of  the  position  would  mean  that 
staff  in  northern  offices  would  be  managed 
from  a  remote  location  (either  Toronto  or 
perhaps  Ottawa).  This  adds  to  the 
complexity  of  service  provision  in  the  north. 

as  it  would  not  be  possible  to  transfer  existing 
staff  to  different  centres  in  the  north,  the  PGT 
would  likely  have  to  recruit  and  train  new  staff 


Recommended  Action 

•  elimination  of  regional  offices  is  strongly  recommended  against 

-  implementation  of  regional  offices  has  been  a  positive  development  for 
the  PGT  and  has  boosted  its  image  as  a  service  provider 

-  there  is  no  economic  benefit  in  eliminating  the  regional  offices.  In  fact 
the  net  effect  is  likely  to  be  a  negative  one  given  the  increased  travel, 
communications  and  accommodations  expenses  that  would  result 

-  elimination  of  regional  offices  would  have  significant  negative  impacts 
on  the  provision  of  client  services 

•  it  is  strongly  recommended  that  the  PGT  maintain  its  current  regional  office 
structure 


8  “Regional  Service  Delivery  Restructuring  in  Northern  Ontario:  Regional  Action  Plan”.  (Draft).  Ministry  of 
Northern  Development  and  Mines,  Nov  ‘96 

9  See  "Proposed  Plan  Restructuring  Delivery  of  OPGT  Services  in  Northern  Ontario".  C.  Winter,  Dec  ‘96 
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•  it  is  further  recommended  that  the  feasibility  of  decentralizing  sen/ice  through 
the  implementation  of  smaller  satellite  offices  (particularly  in  the  northern  region) 
be  investigated  (i.e.  Option  2) 

-  the  proposed  plan  would  create  3  PGT  locations  in  the  North, 
corresponding  to  3  of  the  5  administrative  hubs  identified  in  MNDM’s 
plan.  The  majority  of  PGT  clients  in  the  north  are  located  in  or  near  these 
centres,  so  implementation  of  this  option  will  locate  Client  Reps  closer  to 
their  clients  and  continue  to  build  upon  the  PGT’s  success  to  date  with 
regionalization. 

-  clients  will  also  have  access  to  PGT  services  (e.g.  general  inquiry, 
information  and  referral  service,  access  to  brochures,  publications  and 
program  materials)  from  front  counter  service  in  26  locations  in  the  North. 
In  addition,  1  -800  general  inquiry  telephone  sen/ice  will  be  available  to 
all  residents  of  northern  Ontario. 

-  the  PGT  restructuring  plan  will  be  thoroughly  integrated  with  MNDM’s 
restructuring  plan,  and  for  that  reason  is  somewhat  dependent  on 
finalization  of  the  government’s  overall  strategy  for  northern  service 
delivery 

-  is  a  means  of  increasing  the  PGT's  presence  in  the  north  and  locating 
staff  closer  to  clients 

-  could  be  implemented  as  a  pilot  with  the  possibility  of  extending  the 
concept  of  satellite  offices  to  other  areas  of  the  province 

Management  Structure  of  Client  Services  in  Toronto  Region 

Description 


•  the  Toronto  office  of  the  PGT  is  essentially  a  very  large  regional  office  co-located 
with  headquarters  or  corporate  functions.  All  of  the  sen/ices  provided  by 
regional  offices  are  available  from  the  Toronto  office  as^well. 


Current  Situation 


•  there  is  currently  one  Program  Manager  for  the  Toronto  Regional  office 

-  as  part  of  the  1996-97  budget  constraint,  the  second  Program  Manager 
position  became  and  remained  vacant 

-  the  remaining  Program  Manager  has  25  Client  Reps  as  direct  reports  in 
addition  to  27  Client  Rep  Assistants 

-  the  number  of  people  reporting  to  the  Program  Manager  makes  it 
difficult  for  individual  Client  Reps  to  receive  the  assistance  they  require 

-  this  also  makes  it  difficult  for  the  Program  Manager  to  focus  on  work 
other  than  dealing  with  ad  hoc  questions  and  problems 
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•  in  addition  to  trust  responsibilities,  the  Program  Manager  is  also  responsible  for 
Asset  Administration  including  the  coordination  of  the  Royal  LePage/Property 
Management  contract,  tracking  invoices,  etc. 

•  Team  Coordinators  have  recently  been  appointed  from  among  the  Client  Reps. 
However,  the  introduction  of  coordinators  has  not  had  the  expected  positive 
benefits: 

-  these  individuals  remain  at  the  same  organizational  level  as  the  Client 
Reps,  making  it  difficult  for  them  to  exercise  anything  other  than  informal 
influence  over  the  co-workers  on  their  teams 

-  the  Team  Coordinators  have  retained  their  full  caseload,  which  detracts 
from  the  amount  of  time  available  to  deal  with  other  team  related 
matters 

•  it  is  not  practical  to  expect  this  structure  to  provide  any  meaningful  supervision 
or  assistance  for  the  Client  Reps  in  Toronto.  The  following  options  have  been 
considered  as  alternatives  to  the  current  structure: 

Options 


Option  1: 

Fill  existing  vacant  Program  Manager  position 

Proposal  is  to  Fill  this  position  with  an  experienced  Client  Rep  (Note:  It  would  likely 
be  necessary  for  this  assignment  to  be  on  a  temporary  basis  to  avoid  the  direct 
assignment  of  surp/ussed  staff J 

Pros 

Cons 

•  creates  additional  managerial  support  for 
Client  Reps  and  Client  Rep  Assistants  while 
reducing  the  load  on  the  existing  Program 
Manager 

•  the  Toronto  Region  would  consist  of  two 
teams  of  approximately  12  Client  Reps  and  8 
CRAs 

•  the  budget  dollars  to  fund  the  Program 
Manager  already  exist 

•  the  position  of  the  Client  Reps  assigned  as  a 
Program  Manager  would  not  be  filled.  This 
option  would  therefore  involve  a  very  small 
increment  in  staff  dollars 

•  Program  Management  position  in  Toronto 
would  be  filled  by  experienced  staff  who  are 
able  to  be  effective  in  their  role  without  the 
steep  learning  curve  necessary  to  understand 
the  PGT's  business 

•  may  be  good  interim  position  until  the  PGT  is 
able  to  manage  staff  outside  of  the  OPS 
framework 

•  takes  staff  off  the  "front  line"  and  reassigns 
resources  to  management  position,  thereby 
reducing  the  pool  of  Client  Reps 

•  the  attributes  that  made  a  person  a  good 

Client  Rep  may  not  make  them  an  effective 
manager.  Care  must  be  taken  to  ensure  that 
the  person  chosen  to  fill  the  Program 

Manager  position  has  the  necessary 
managerial  abilities  in  addition  to  program 
knowledge 

•  each  program  manager  would  have 
approximately  20  people  on  a  team 

•  may  be  forced  to  have  surpassed  managers 
from  elsewhere  in  the  division  directly 
assigned 

•  it  would  be  extremely  difficult  for  a 

manager  with  no  background  in  the  PGT 
to  be  effective  in  the  short  term  in  the  role 
of  program  manager,  (it  may  be  possible 
to  reduce  the  risk  of  direct  assignment  by 
making  the  new  program  manager 
position  a  temporary  assignment) 
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Option  2: 

Two  Program  Managers  (AM  19)  plus  a  “Trouble  Shooter"  (AM  18)  per  team 

Trouble  shooter  would  be  a  more  senior  Client  Rep  able  to  handle  difficult  cases 
and  provide  assistance  to  the  Program  Manager 

Pros 

Cons 

•  provides  additional  assistance  for  each  of  the 
two  program  managers  in  dealing  with 
problems  on  individual  client  files 

•  creates  an  intermediate  step  between  the 
Client  Rep  and  Program  Manager  positions  as 
a  career  path 

•  creates  the  ability  to  assign  more  complex  or 
difficult  files  to  an  experienced  Client  Rep. 
which  would  hopefully  reduce  the  risk  of 
costly  error 

•  this  is  a  more  expensive  option  than  simply 
filling  the  vacant  program  manager  position 
because  of  the  introduction  of  two  new 
positions  at  an  18  level 

•  introduces  additional  complexity  and  change 
in  an  environment  where  there  will  be  an 
abundance  of  change  occurring  already 

•  would  require  up  front  analysis  of  client  files  to 
determine  which  ones  were  “difficult" 

Option  3: 

Three  Team  Leaders  (AM  18) 

Eliminate  the  current  Program  Manager  position  in  Toronto  and  upgrade  the 
positions  of  the  Team  Coordinators. 

•  these  positions  would  have  managerial  responsibilities  for  the  others  on 
the  team  including  performance  evaluations,  work  assignments,  etc. 

•  they  would  also  carry  a  reduced  caseload  of  more  difficult  cases.  The 
number  of  cases  assigned  to  these  positions  would  have  to  be 
considerably  tower  than  the  normal  load  for  Client  Reps  to  reflect  both 
the  additional  managerial  responsibilities  and  the  fact  that  they  would 
be  dealing  with  relatively  more  complexity 

•  ideally  these  positions  would  be  filled  from  among  the  existing  poo!  of 
Client  Reps. 

Pros 

Cons 

•  reduces  the  number  of  direct  reports  of  Team 
Coordinators 

•  divides  the  Toronto  Region  into  3  teams 
consisting  of  approximately  8  Client  Reps  and 
5-6  CRAs 

•  mirrors  the  current  team  coordinator 
structure,  but  provides  team  leaders  with 
formal,  managerial  authority 

•  may  be  difficult  to  fill  3  team  leader  positions 
from  the  current  pool  of  Client  Reps.  The 
ability  to  have  thejeam  Leaders  provide 
meaningful  direction  to  the  Client  Reps  would 
be  lost  if  it  was  necessary  for  to  fill  these 
positions  from  outside  the  PGT 

•  it  would  be  difficult  for  team  leaders  to 
provide  meaningful  leadership  to  Client  Reps 
while  carrying  a  caseload  of  complex  cases, 
given  that  the  majority  of  work  in  any 
caseload  comes  from  a  small  subset  of 
difficult  clients 

•  "downgrades"  the  position  of  Program 

Manager 

•  the  intent  of  senior  management  is  to 
increase  the  professionalism  and 
expectations  and  status  of  Program 
Managers 
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Option  4: 

Implement  Multiple  Levels  of  Staff 

•  create  teams  with  defined  career  paths  that  staff  can  follow  from 
administrative  support  through  to  Client  Rep  position 

•  files  assigned  to  Client  Reps  on  the  basis  of  complexity  so  that  senior 
staff  deal  with  more  difficult  caseload 

•  this  model  would  be  based  on  models  observed  in  private  trust 
companies  where  staff  proceed  to  Trust  Officer  positions  through  a 
combination  of  education  and  experience. 

Pros 

Cons 

•  creates  a  well  defined  career  path  from 
junior  to  senior  Client  Rep  positions 

•  ensures  that  staff  have  the  opportunity  to 
receive  on  the  job  experience  prior  to 
becoming  responsible  for  the  management 
of  complex  client  files 

•  is  a  better  long  term  structure  to  promote  the 
growth  of  staff  experience 

•  increases  the  flexibility  of  PGT  to  take  on 
alternative  trusts  by  ensuring  that  the  skills  of 
more  experienced  Client  Reps  are  used  to 
handle  more  complex  cases 

•  ensures  that  administrative  or  non  technical 
work  is  handled  at  an  appropriate 
organizational  level 

•  would  involve  much  more  complexity  for  the 
PGT  in  terms  of  implementation  as  the 
majority  of  current  positions  would  be 
eliminated  and  then  new  positions  filled 
through  recruitment,  surplus,  etc. 

•  creates  the  very  real  possibility  that  positions 
would  be  filled  by  staff  from  outside  of  the 

PGT,  in  which  case  existing  knowledge  and 
experience  would  be  lost 

•  creation  of  multi  level  client  sen/ices  teams 
will  not  provide  maximum  value  until  the  PGT 
is  free  to  hire  the  riaht  staff  for  iobs. 

Recommended  Action 


•  Option  1  is  the  recommended  structural  change  in  Client  Services  in  the  short 
term.  The  primary  reason  is  the  relatively  lower  level  of  complexity  and 
uncertainty  that  this  option  introduces  to  the  organization.  Given  the  amount  of 
work  and  change  that  will  be  necessary  to  implement  the  Business  Planning 
Project's  recommendation10  on  the  future  of  the  PGT  as  an  entity,  reduced 
complexity  is  a  reasonable  criteria  for  selecting  an  approach  to  addressing  the 
immediate  needs  of  the  Toronto  region. 

-  the  current  Program  Manager  should  be  retained  to  provide  some 
continuity  and  a  resource  from  which  the  new  Program  Manager  can 
gain  experience 

-  it  is  also  recommended  that  the  current  Program  Manager  retain 
responsibility  for  managing  the  PGT's  relationship  with  the  property 
management  company.  The  number  of  direct  reports  in  the  current 
structure  makes  this  impractical.  However,  the  addition  of  a  Program 
Manager  makes  it  possible  to  maintain  consistency  in  the  relationship  to 
Royal  LePage. 


10  See  "Office  of  fhe  Public  Guardian  &  Trustee:  Business  Plan  Overview”,  January  ‘97 
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-  the  second  Program  Manager  position  should  be  filled  from  internal  staff 
if  at  all  possible  (preferably  an  experienced  Client  Rep),  to  avoid  the 
steep  learning  cun/e  necessary  to  gain  an  understanding  of  the  business 
of  the  PGT  and  to  be  able  to  provide  meaningful  direction  to  staff 

•  in  the  longer  term  (i.e.  following  the  devolution  of  the  PGT  to  a  not-for-profit 
organization'0),  Option  4  -  multi  level  client  services  teams  -  is  recommended. 

The  strengths  of  this  model  include: 

-  a  well  defined  career  path  with  progressive  levels  of  difficulty  and 
responsibility.  This  addresses  the  gap  that  currently  exists  between  a 
Client  Rep  Assistant  and  a  Client  Rep  resulting  in  effectively  no  chance 
for  progression  toward  the  Client  Rep  position. 

-  the  opportunity  for  on  the  job  training  for  staff  moving  toward  a 
position  as  Senior  Client  Rep.  This  makes  it  possible  to  combine  class 
room  training  with  practical  experience  to  ensure  that  Client  Reps  are 
well  trained  and  have  hands  on  knowledge  of  the  requirements  of  the 
position  prior  to  being  responsible  for  management  of  a  client’s  financial 
affairs 

-  enables  the  PGT  to  make  more  effective  use  of  the  skills  of  experienced 
Client  Reps  by  assigning  cases  according  to  complexity.  This  will  involve 
some  form  of  'triage'  to  ensure  that  caseloads  are  distributed 
appropriately  according  to  experience  and  ability. 

Management  of  Client  Services 

Description 


•  overall  management  of  Client  Sen/ices  requires  a  diverse  set  of  skills  given  the 
broad  range  of  areas  involved,  including: 

-  trust  management 

-  personal  care  < 

-  legal  sen/ices 

-  jurisdiction  (Intake) 

human  resources  and  administrative  issues  for  staff  in  each  of  the  above 
areas 

Current  Situation 


•  responsibilities  for  services  provided  to  trust  clients  have  been  combined  to 
create  the  Integrated  Client  Sen/ices  group.  This  was  done  to  "align  expertise 
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Option  4: 

Digitize  microfiche  records  of  financial  transactions 

New  technology  makes  it  possible  to  digitize  the  information  contained  in 
microfiche 

Pros 

Cons 

•  not  necessary  to  re-key  all  information  from 
historical  records  into  a  new  system 

•  faster 

•  cheaper 

•  minimizes  the  potential  for  errors 

•  this  technology  is  cost  prohibitive'7 

•  the  review  by  Aratek  revealed  that  the 
quality  of  the  PGT’s  microfiche  is 
extremely  poor,  making  ft  impossible  to 
digitize 

•  handwriting  on  the  fiche  records 

•  deterioration  of  the  media 

Option  5: 

Restructure  Reporting  Unit 

Reduce  number  of  positions,  but  increase  the  qualifications  and  skill  level  of  staff 
in  the  unit. 

Pros 

Cons 

•  reduces  the  overall  budget  for  the  Reporting 
Unit 

•  introduces  staff  with  the  skills,  experience  and 
aptitude  for  the  financial  information  involved 
in  reporting  on  management  of  client 
accounts 

•  Finance  will  be  undergoing  significant 
change  (see  Structure  section).  This 
recommendation,  although  it  is 
recommended,  adds  to  the  complexity  of 
change. 

Recommended  Action 


•  Option  5:  implement  the  proposed  restructure  of  the  Reporting  Unit,  in 
connection  with  overall  restructuring  of  Finance  department  (see  following 
section) 

-  improving  the  match  between  the  staff  and  the  requirements  of  the  job  will 
have  a  large  impact  on  the  amount  and  quality  of  work  done  in  the  unit 

•  reducing  the  amount  of  detail  provided  in  statements  of  account  is  not 
recommended 


-  there  are  serious  risks  -  primarily  legal  in  nature  -  of  carrying  out  this 
recommendation  which  require  further  analysis.  These  risks  include  the 
liability  that  the  PGT  may  assume  by  not  providing  a  complete 
accounting  of  transactions  in  the  client's  accounts. 

-  it  is  also  likely  that  limiting  the  amount  of  detail  provided  in  client 
statements  will  draw  the  criticism  of  the  bench 


17  See  “Summary  of  ‘Quick  Fix’  Modifications  to  Information  Technology  Processes".  Aratek.  Feb  ‘97 
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Options 


Option  I: 

Limit  the  information  provided  to  clients  or  heirs  (e.g.  provide  1-3  years  of  detail 
as  a  standard.  If  the  client  or  heir  request  more  information,  it  would  be  pro  vided) 

Pros 

Cons 

•  allows  Reporting  Unit  to  deal  with  the  backlog 
of  files 

•  Manager  of  Reporting  Unit  estimated  this 
would  save  approximately  30%  of  the  time 
typically  required  for  reporting 

•  Reporting  Unit  staff  would  still  review  each 
transaction  to  determine  if  compensation 
should  be  taken 

•  reduces  the  amount  of  time  taken  to  finalize 
PGT's  involvement  and  forward  assets  of 
client  to  rightful  party 

•  to  date  there  have  been  very  few  requests 
for  detailed  information  on  transactions  prior 
to  1984 

•  is  simply  a  response  to  a  technology  limitation 
of  the  PGT 

•  PGT  has  a  fiduciary  responsibility  to  provide  a 
detailed  accounting  of  its  actions  with 
respect  to  clients'  accounts.  It  is  not  the 
responsibility  of  the  client/heir  to  request 
information 

•  communications  to  staff  and  public  would 
have  to  be  very  clear  that  detailed 
information  is  available  on  request.  Staff 
should  never  be  given  the  impression  that  the 
PGT  will  not  give  out  additional  information  if 
requested. 

•  could  increase  the  number  of  accounts  PGT 
is  required  to  pass  in  court 

•  if  client/heir  is  made  suspicious  by  limited 
detail  request  could  be  made  for  court 
pdssing 

Option  2: 

Continue  to  pro  vide  current  le  vet  of  detail 

Pros 

Cons 

•  PGT  meets  its  fiduciary  responsibility  to 
provide  information 

•  budget  constraints  will  result  in  significant 
reductions  in  the  Reporting  Unit  (5  FTE’s). 
making  providing  the  same  level  of  service 
impossible 

Option  3: 

Enhance  TAMS  to  be  able  to  provide  adequate  reporting 

Pros 

Cons 

•  system  automatically  would  generate 
necessary  reports 

•  enhancements  to  TAMS  are  extremely  difficult 
to  design  and  implement 

•  even  if  TAMS  could  produce  reports,  the 
quality  of  historical  data  is  poor  and  would 
continue  to  require  manipulation 
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-  checklists  have  only  recently  been  implemented  and  are  still  being 
inconsistently  used  by  Client  Reps.  Some  Client  Reps  are  very  thorough 
and  do  a  good  job  of  completing  the  checklists.  Others  are  much  less 
careful  and  do  not  adequately  communicate  what  has  happened  in 
the  file. 

-  over  time  the  checklist  should  reduce  the  amount  of  time  required  for 
the  Trust  Accounting  Officer's  initial  review.  They  should  also  reduce  the 
amount  of  unfinished  work  on  a  client  file  that  must  be  completed  prior 
to  production  of  the  final  statements. 

•  Skill  level  of  people  doing  the  work 

-  in  general,  the  permanent  staff  in  the  Reporting  Unit  do  not  have  an 
accounting  background.  Their  limited  familiarity  with  accounting 
concepts  is  a  hindrance  to  the  efficient  performance  of  their  duties. 

-  temporary  staff  generally  have  an  accounting  background  as  they  are 
hired  from  accounting  oriented  agencies 

-  staff  in  the  Reporting  Unit  make  extensive  use  of  computer  tools  (MS 
Excel  &  MS  Access).  However,  while  staff  have  been  given  training,  the 
level  of  expertise  with  these  tools  is  not  sufficient  for  the  jobs  they  are 
required  to  do. 

-  Manager  of  the  Reporting  Unit  is  working  on  tools  for  improving  the  work 
of  the  Trust  Accounting  Officers  and  Assistants  including  a  forms  catalog, 
procedure  manuals  and  elimination  of  policies  that  stand  in  the  way  of 
getting  the  work  done 
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and  delete  the  additional  lines  to  produce  a  useable  statement  of 
account. 

-  when  data  is  downloaded  from  TAMS  to  FMS,  the  compensation  field  is 
omitted.  Subsequent  downloads  of  data  from  FMS  to  Microsoft  Access 
to  produce  the  statement  require  a  manual  review  of  each  transaction 
to  determine  if  it  is  compensable.  The  manual  calculation  of 
compensation  done  by  the  Trust  Accounting  Assistant  is  virtually  always 
different  -  and  higher  -  than  what  TAMS  shows  as  having  been  collected 
from  the  client's  account. 

-  changes  have  recently  been  made  to  the  way  TAMS  calculates 
compensation  so  that  the  discrepancy  between  the  manually 
calculated  and  system  generated  amounts  should  be  reduced  over 
time.  Unfortunately,  the  changes  do  not  impact  past  transactions  and 
as  a  result  the  manual  calculation  of  compensation  for  files  in  existence 
for  more  than  1-2  years  will  continue  to  be  necessary. 

-  files  in  existence  less  than  a  year  are  generally  not  checked  for 
compensation,  since  there  are  fewer  transactions  and  the 
compensation  calculated  by  TAMS  is  relatively  close 

-  even  though  the  client  statements  do  not  include  transactions  prior  to 
1984,  the  Trust  Accounting  Assistants  still  need  to  review  all  the 
microfilmed  client  records  to  add  up  compensable  transactions,  search 
for  unknown  assets,  etc.  If  this  is  not  done,  the  PGT  will  not  be  able  to 
collect  all  of  the  compensation  it  is  owed. 

The  amount  of  detail  provided  to  clients  or  their  heirs. 

-  statements  include  a  detailed  listing  of  all  transactions  that  occurred  in 
the  client’s  account  from  1984  to  the  date  of  closure 

-  details  of  transactions  prior  to  1984  are  provided  if  requested  by  the 
client  or  heirs 

-  historical  data  in  a  computerized  form  is  available  only  back  to  1984. 
There  is  no  other  reason  for  1984  being  the  limit  of  historical  data 
provided  on  the  standard  statements. 

Note:  To  date  there  have  been  no  requests  for  pre-1984  data. 

Transfer  of  work  from  Client  Services  to  Reporting 

Trust  Accounting  Officers  must  review  incoming  files  to  ensure  that  there 
is  no  outstanding  issues  that  the  Client  Rep  has  not  addressed 

-  previously  this  involved  a  complete  review  of  the  file,  which  tended  to  be 
very  time  consuming 

-  Reporting  Unit  has  recently  developed  a  checklist  for  use  by  the  Client 
Rep  when  transferring  a  file.  This  provides  a  tool  for  the  Client  Rep  to 
ensure  that  no  outstanding  issues  are  overlooked.  It  also  makes  it 
possible  for  the  Trust  Accounting  Officer  to  review  the  list  -  which  is  signed 
off  by  the  Client  Rep  -  rather  than  the  entire  file. 
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Reporting 

Description 


•  when  a  client  file  is  closed  (because  of  death  or  discharge),  the  Reporting  Unit 
in  Finance  prepares  a  final  statement  of  account 

•  the  statement  details  the  transactions  undertaken  by  the  PGT  during  the  life  of 
the  client  file  and  the  assets  of  the  client  upon  file  closure 

•  client  information  is  downloaded  from  TAMS  and  manipulated  by  the  Reporting 
Unit  to  create  the  final  accounting.  This  can  be  a  very  time  consuming  process, 
as  each  individual  transaction  must  be  reviewed  and  often  edited  to  make 
descriptions  consistent. 

Current  Situation 


•  there  is  a  substantial  backlog  in  the  Reporting  Unit  (approximately  1 ,500  client 
files  in  January  ’97) 

•  the  delays  in  the  Reporting  Unit  are  a  source  of  dissatisfaction  with  the  PGT's 
service 

-  discharged  clients  or  the  heirs  of  deceased  clients  can  wait  anywhere 
from  1-3  months  to  receive  the  final  accounting  of  the  PGT’s 
involvement.  This  can  create  delays  in  turning  over  the  accounts  to  the 
heirs  or  clients  and  damages  the  PGT’s  credibility  and  reputation. 

•  in  general,  the  temporary  staff  in  the  Reporting  Unit  have  accounting 
backgrounds  and  more  experience  related  to  the  work  they  are  doing.  Many  of 
the  permanent  staff  in  the  unit  were  obtained  on  surplus  from  other  areas  of  the 
government  and  do  not  necessarily  have  the  skills  or  experience  required  for 
their  jobs. 

Sources  of  Delays  in  Reporting 

•  Information  Technology:  Ideally  it  would  be  possible  for  the  Reporting  Unit  to 
simply  generate  closing  statements  directly  from  TAMS.  There  are  a  number  of 
factors  that  make  this  impractical,  however: 

-  TAMS  does  not  retain  a  historical  record  of  the  transactions  in  clients' 
accounts.  Only  1 6  months  of  data  is  retained  on  TAMS.  FMS  retains  the 
complete  historical  record,  but  was  not  designed  to  be  used  as  a 
reporting  tool  and  is  not  capable  of  producing  the  required  statements. 

-  descriptions  of  transactions  that  have  been  input  to  TAMS  are 
inconsistent  and  often  meaningless.  This  necessitates  a  great  deal  of 
manual  editing. 


-  as  a  result  of  the  way  FMS  stores  data,  multiple  copies  of  each 

transaction  line  are  received  when  data  is  downloaded  from  FMS  for  use 
by  the  Reporting  Unit.  Trust  Accounting  Assistants  must  manually  review 
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Options 


Option  1: 

Eliminate  Perpetual  Care  Trusts 

Pros 

Cons 

•  Perpetual  Care  Trusts  could  be  seen  as  being 

•  the  PGT  makes  a  significant  profit  on  this 

outside  of  the  PGT’s  core  business  of 

business 

providing  services  to  incapable  persons 

•  the  infrastructure  for  providing  this  service  to 

•  the  difference  is  really  one  of  clientele 

charities  is  already  in  place 

rather  than  function  (i.e.  a  trust  is  within 
the  normal  scope  of  the  PGT’s  business) 

•  the  resources  to  provide  the  service  are 
minimal 

•  could  reallocate  resources  to  PGT  core 

•  provides  a  valuable  sen/ice  to  smaller 

functions 

cemeteries  and  the  public  in  general 

•  the  savings  achievable  by  doing  this  are 

minimal 

Option  2:  Maintain  the  service 

Pros 

Cons 

•  PGT  makes  a  substantial  profit  on  this  business 

•  minimal  work  involved 

•  technical  and  business  infrastructure  is 
already  in  place  to  provide  the  service 

•  reallocation  of  resources  not  possible 

•  the  implications  of  not  reallocating  these 
resources  are  minimal,  particularly  in  light 
of  the  benefits  achieved  by  maintaining 
the  business 

Recommended  Action 


•  continue  to  provide  Perpetual  Care  Trust  services.  It  may  also  be  feasible  for  fhe 
PGT  to  investigate  expansion  of  the  services  offered  to  cemeteries,  provided 
that  doing  so  does  not  bring  it  into  direct  competition  with  private  trust 
companies 

•  Perpetual  Care  Trusts  can  be  seen  as  a  precursor  to  the  alternative  types  of  trust 
businesses  that  the  PGT  may  pursue  as  an  entity  outside  of  government 

-  these  are  trust  accounts  that,  because  of  their  relatively  small  size,  are 
not  attractive  to  the  majority  of  private  trust  companies 

-  the  infrastructure  that  is  already  in  place  with  the  PGT  makes  it  possible 
to  manage  these  accounts  without  incurring  large  marginal  costs 

there  is  potential  for  similar  types  of  non-last-resort  trusts  that  fall  below 
the  threshold  of  business  considered  attractive  by  trust  companies,  but 
which  provide  additional  revenue  potential  for  the  PGT 

-  expansion  of  revenue  in  this  area  will  be  critical  to  the  long  term  viability 
of  the  PGT  as  an  entity  outside  of  government 
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-  have  experience  with  facilitating  similar  types  of  organizational  changes 

-  maintain  a  facilitative  approach,  ensuring  that  staff  and  management 
of  AOC  are  able  to  participate  in  the  change  process 

-  be  able  to  be  assertive  and  push  for  change  despite  the  resistance  they 
are  likely  to  face 

Note:  Project  Co-Manager  was  appointed  in  March  '97 

Perpetual  Care  Trust 

Description 

•  the  PGT  provides  trust  services  for  cemeteries  in  the  province  that  might  not, 
because  of  their  small  size,  be  able  to  economically  access  commercial  trusts 

•  the  PGT  is  not,  strictly  speaking,  the  last  resort  for  accepting  these  trust  funds. 
However,  the  additional  work  involved  is  minimal,  particularly  considering  the 
revenue  generated. 

-  this  is  an  excellent  example  of  the  PGT's  ability  to  leverage  its  core 
competencies  (trust  management)  in  order  to  earn  additional  revenue 

•  accounts  are  established  and  maintained  to  ensure  that  a  portion  of  funds 
obtained  from  sales  of  property  (e.g.  cemetery  plots)  are  kept  in  trust  in 
perpetuity  for  the  purpose  of  maintaining  the  cemetery  grounds 

-  interest  is  paid  on  these  accounts  annually  to  provide  funds  to  care  for 
the  cemetery  grounds 

-  deposits  are  accepted  regularly  from  client  cemeteries 
Current  Situation 


•  providing  this  service  to  cemeteries  throughout  the  province  requires  less  than 
half  of  one  FTE  in  the  Finance  department 

•  the  relatively  small  workload  involved  enables  the  PGT  to  make  a  substantial 
profit  on  Perpetual  Care  Trusts 
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Options 


Option  I: 

Empower  the  management  and  staff  of  AOC  to  implement  the  required  systems 
and  process  changes 

Pros 

Cons 

•  puts  responsibility  for  changing  processes  with 
the  people  who  best  understand  the  process 

•  AOC  staff  do  not  have  a  good  knowledge  of 
the  PGT  or  its  systems.  This  will  make  it  difficult 
for  them  to  readily  identify  opportunities  for 
integrating  AOC  processes  with  PGT 
processes 

•  based  on  AOC  staff/management  early 
resistance  to  proposed  changes,  it  seems 
unlikely  thct  implementation  can  progress 
without  the  exercise  of  more  direct  influence 
from  the  PGT 

•  possible  to  still  leverage  the  knowledge  and 
experience  of  AOC  staff 

•  possible  to  supplement  AOC  staff  with  a 
knowledgeable  PGT  staff  member  who  is 
able  to  identify  linkages  between  processes 
and  opportunities  for  improved  efficiencies 

•  makes  it  possible  to  more  directly  influence 
implementation  time  lines  and  activities 

•  ability  to  integrate  (to  a  large  extent)  AOC 
processes  and  systems  will  make  it  possible  to 
reduce  the  number  of  staff  in  the  AOC 

•  to  maximize  these  benefits,  a  relatively 
quick  implementation  is  ideal 

•  makes  it  more  feasible  to  offset  the  resistance 
evident  in  the  AOC 


it  seems  very  unlikely  that  a  "co-manager" 
would  be  wei  received  in  the  AOC 

•  there  is  already  a  certain  amount  of 
resentment  towards  the  PGT  and  such  an 
appointment  will  likely  be  seen  as  another 
irritant 

•  it  may  be  possible  to  offset  this  tendency 
somewhat  by  ensuring  that  the  individual 
selected  to  co-manage  has  a  facilitative 
approccn  to  process  change  and 
involves  AOC  staff  in  decision  making 


Option  2: 


Appoint  a  "co-manager"  of  the  AOC  change  effort  who  is  familiar  with  the  PCT's 
systems  and  processes  and  would  be  able  to  provide  implementation  assistance. 


Pros 


Cons 


Recommended  Action 


•  given  the  tight  deadlines  of  the  PGT  in  meeting  its  budget  targets,  the  selected 
approach  to  process  change  must  be  relatively  quick.  Resistance  to  change  is 
an  implementation  obstacle  in  this  case.  Since  it  is  unlikely  that  resistance  will 
evaporate  voluntarily,  assignment  of  a  temporary  “project  co-manager"  to  help 
direct  the  implementation  is  recommended. 


•  the  person  chosen  to  co-manage  this  project  should: 

-  have  a  good  level  of  familiarity  with  the  PGT  and  its  processes  and 
systems 
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Recommended  Action 

•  merge  organizations  to  the  greatest  extent  possible 

•  possible  efficiencies  of  scale  will  be  foregone  if  the  organizations  remain  separate 

-  systems  and  process  improvements 

-  availability  of  supplemental  resources  to  balance  peak  periods 

-  creation  of  career  path  options  in  the  Finance  area 

•  AOC  was  identified  during  the  constraints  exercise  as  a  potential  downsizing 
opportunity 

-  many  of  the  senior  responsibilities  of  the  AOC  will  be  eliminated  through 
merger  with  the  PGT,  and  as  a  result  one  of  the  two  management 
positions  was  eliminated 

-  AOC’s  processes  tend  to  be  paper  driven  and  rely  on  multiple  checks  of 
information  by  progressively  senior  staff  members 

-  replacing  AOC's  current  computer  system  with  TAMS  would  streamline 
work  processes  and  lead  to  further  savings  (3  clerical  staff) 

Note:  Development  of  TAMS  changes  is  underway  with  implementation  planned 

for  April  199716 

Implementation  of  Systems/Process  Changes  (AOC) 

Description 


•  there  is  a  considerable  amount  of  work  to  be  done  in  addition  to  TAMS  changes 
to  merge  AOC  with  PGT 

-  processes  must  be  understood  and  explained  to  staff 

-  staff  require  training  on  TAMS  and  PGT  processes 

-  necessary  to  begin  the  process  of  blending  the  culture  of  the  AOC  with 
that  of  the  PGT 

Current  Situation 

•  there  are  no  staff  in  the  AOC  that  have  any  level  of  familiarity  with  the  PGT,  its 
systems  and  processes 

•  AOC  staff  and  management  are  demonstrating  a  certain  amount  of  resistance 
to  change 


14  See  "Business  Requirements  for  Integrating  AOC  with  PGTAMS”.  C.  Speers,  Jan  '97 
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Current  Situation 


•  AOC  staff  located  on  site  with  PGT.  both  in  the  Toronto  head  office  and 
storefront 

•  AOC  continues  to  function  with  a  totally  separate  system.  To  fully  leverage  the 
benefits  of  merging  with  the  PGT.  work  is  currently  underway  to  modify  TAMS  to 
accommodate  the  needs  of  the  AOC. 

-  while  the  AOC  system  meets  what  were  previously  identified  as  the 
needs  of  the  AOC,  its  ability  to  easily  produce  ad  hoc  reports  is 
reportedly  not  at  a  par  with  TAMS 


Options 


Option  1: 

Maintain  essentially  separate  organizations  in  terms  of  processes  and  systems 

Pros 

Cons 

•  maintains  clarity  in  the  roles  served  by  AOC 
and  PGT 

•  prevents  staff  of  one  organization  from 
accessing  the  information  of  the  other 

•  short  circuits  the  PGT’s  ability  to  share 
resources  between  the  two  organizations  and 
fully  realize  the  benefits  of  amalgamation 

•  numerous  efficiencies  (cheque  production, 

EFT,  etc.)  are  available  to  the  AOC  within  the 
PGT’s  information  technology  “umbrella" 

Option  2: 

Merge  organizations  and  their  processes  to  the  greatest  extent  possible 

(There  are  instances  where  the  PGT  and  AOC  share  clients.  In  these  instances, 
access  to  one  organization 's  client  information  by  employees  of  the  other 
organization  must  not  be  possible .) 

Pros 

Cons 

•  maximizes  benefits  of  merger 

•  allows  resources  to  be  shared  between 

Finance  and  AOC 

•  makes  it  feasible  to  downsize  AOC 

•  implementation  of  systems  changes  will 
increase  efficiency  of  staff  and  align  AOC 
processes  with  Finance 

•  ability  to  share  resources  to  some  degree 
makes  it  possible  to  balance  peak  periods 
(provided  that  security  restrictions  on 
shared  clients  are  met) 

•  creates  some  variety  in  Finance  positions, 
making  a  logical  progression  to  senior 
aositions  from  junior  positions  possible 

•  necessary  to  maintain  restrictions  on  client 
information  available  to  AOC  and  PGT  staff 

04/25/97 

Page  51 

kogawa 


Public  Guardian  &  Trustee: 

Report  on  Reengineering 


•  as  a  component  of  the  overall  restructuring  of  Finance,  downsize  the 
Payables/Receivables  unit  while  upgrading  the  qualifications  of  staff.  The  net 
proposed  reduction  in  staff  is  5  FTEs. 

-  a  number  of  the  problems  experienced  in  the  Payabies/Receivables  unit 
are  due  to  the  fact  that  many  of  the  staff  have  been  temporary  staff 
from  accounting  agencies.  This  has  created  a  situation  where  staff  are 
continually  on  the  steep  end  of  the  learning  curve  and  not  able  to  be  as 
productive  and  effective  as  they  would  normally  become  with 
experience.  Furthermore,  the  permanent  staff  in  the  unit  do  not 
necessarily  have  the  skills  or  background  to  adequately  perform  the 
duties  required  of  them. 

Note:  Outsourcing  of  Trust  Accounting  functions,  including  Payabies/Receivables 

was  considered  as  an  option  to  further  restructuring  or  process  simplification. 

However,  a  number  of  factors  suggested  that  the  timing  of  such  a  move  should  be 

delayed: 

♦  the  effort  necessary  to  produce  a  Request  for  Proposal  for  new 
Information  Technology  is  substantial 

♦  the  level  of  change  anticipated  through  implementation  of  the  Business 
Planning  recommendations  is  very  high.  The  organization  will  be 
challenged  to  implement  those  recommendations  and  adding  to  the 
complexity  and  degree  of  change  at  this  time  is  not  warranted. 

.  the  significant  employee  impacts  and  labour  relations  issues  that  would 
compound  an  already  difficult  work  environment 

.  the  shortage  of  resources  to  create  the  RFP  and  manage  the  process  of 
evaluating  vendor  responses 

♦  the  relatively  small  marginal  savings  that  would  likely  be  realized  in 
addition  to  savings  identified  through  restructuring  the  Finance 
department  to  incorporate  fewer  -  but  more  highly  qualified  -  staff 

Amalgamation  Of  Systems  And  Processes  (AOC) 

Description 

•  a  decision  was  made  to  merge  the  AOC  with  the  PGT  to  take  advantage  of  the 
PGT's  existing  infrastructure  and  its  applicability  to  the  custodial  responsibilities  of 
the  AOC 

•  process  of  amalgamation  began  in  the  latter  half  of  1996 

•  investment  management  activities  formerly  the  responsibility  of  the  AOC  have 
been  outsourced  to  the  PGT’s  investment  management  firm 

•  reconciliation,  analysis,  production  of  financial  statements,  budgets  and 
estimates  to  be  merged  with  the  "to  be  created"  Corporate  Accounting  unit  in 
Finance 
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Option  5: 

Create  dual  accountabirrty  for  the  Payables/Receivables  function 

•  responsibility  shared  between  CFO  &  Mgr.  Client  Services 

Pros 

Cons 

•  creates  formal  organizational  influence  over 
Payables/Receivables  for  Client  Services 

•  retains  flexibility  in  resource  usage  for  Finance 

•  introduces  additional  complexity  to 

managing  the  Payables/Receivables  function 

Recommended  Action 


•  finalize  implementation  of  the  originally  proposed  changes  regarding  EFT  and 
bulk  payments  and  receipts 

-  implementation  is  proceeding  under  the  direction  of  the  CFO 

•  finalize  implementation  of  the  proposals  of  the  joint  working  group 

-  during  the  month  of  January,  1997,  approximately  120  Client  Services 
and  Finance  staff  were  provided  with  a  one-day  training  session  on: 

-  system  changes  to  Pending  Allowance  Forms,  Pending 
Receivables  Forms,  Pending  Payables  Forms  and  Recurring 
Expense  Entry  Forms 

-  procedures  for  use  of  the  above 

-  overview  of  the  process  to  ensure  the  proper  processing  of 
invoices/cheques 

-  it  is  too  early  to  adequately  evaluate  the  impact  of  these  changes 

-  the  Manager  of  Client  Sen/ices  and  the  CFO  agreed  to  undertake  a  joint 
post  implementation  review  in  June  1997  (6  months  after 
implementation)  to  assess  the  benefits  achieved 

-  in  addition,  a  review  of  decentralizing  Payables/Receivables  will 
be  part  of  the  assessment  of  Information  Technology  at  the  PGT. 
For  example,  if  invoices  can  be  imaged  and  used  effectively  in 
the  process  (rather  than  simply  being  electronically  stored)  it  will 
be  possible  to  eliminate  ‘pending  forms'  and  use  the  imaged 
invoice  as  the  basis  for  the  Client  Reps'  decision  making  process. 

-  criteria  for  this  evaluation  already  exist  in  the  manual  produced  by  the 
joint  Client  Services/Finance  committee 

•  restructure  Payables/Receivables  unit  with  a  dual  reporting  structure  shared 
between  Client  Services  and  Finance.  Although  this  introduces  new  complexity 
to  the  structure,  it  recognizes  the  “ownership"  role  of  Client  Sen/ices  and  the 
"implementation"  role  of  Finance. 

-  job  specs  for  the  supervisors  and  staff  in  the  Payables/Receivables  unit 
will  be  written  to  specifically  include  the  level  of  service  expected  to  be 
delivered  to  the  unit's  clients  (i.e.  Client  Services,  Crown  Estates, 

Litigation,  etc.). 
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Option  3: 

Outsource  the  Payables/Receivables  Function 

Pros 

Cons 

•  outsource  to  a  company  who  specializes  in 
processing  financial  transactions 

•  elimination  of  remaining  positions  in  the 
Payables/Receivables  unit 

•  contract  would  specify  minimum  acceptable 
service  levels 

•  communication  and  co-work  between  Client 
Services  and  Finance  is  difficult  when  two 
groups  are  part  of  same  organization. 

•  the  relationship  between  Client  Services 
and  Finance  could  conceptually  be  seen 
as  outsourcing.  Client  Services  has 
responsibility  for  decision  making  and 
"outsources"  transaction  processing. 

•  there  is  no  reason  to  expect  that 
communication  would  improve  with  an 
external  organization 

•  results  of  “quick  and  dirty"  financial  analysis 
by  Keshill15  showed  the  relative  efficiency  of 
the  PGT  in  paying  bills  (i.e.  low  cost  on  a  per 
transaction  basis  relative  to  what  was 
informally  quoted  by  external  service 
providers) 

•  it  was  difficult  to  obtain  actual  “quotes" 
from  vendors,  given  the  informal  nature  of 
the  inquiries  made 

•  to  obtain  more  solid  information,  a  formal 
Request  for  Information/Proposals  is  likely 
necessary 

Option  4: 

Payables/Receivables  continue  as  part  of  Finance 

Pros 

Cons 

•  better  coordination  of  bulk  payments  & 
receivables 

•  strategic  work  around  reducing  the  number 
of  cheques  produced  because  of  EFT,  bulk 
payments  can  better  continue  if  Finance  has 
some  direct  involvement  in  the  unit 

•  ability  to  balance  resources  to  handle  peak 
volumes  of  work  which  ebb  and  flow  through 
the  month 

•  Client  Services  has  no  direct  organizational 
influence  over  the  work  done  in  the 
Payables/Receivabies  unit 

15  See  “Office  of  the  Public  Guardian  &  Trustee  -  Business  Reengineering  Project:  Finance/Trust  Accounting 
Outsourcing  Analysis".  Keshill  Consulting  Associates  Inc..  Oct  '96 
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Option  2: 

Decentranze  Payables/Receivables  to  CBent  Services  teams 

i.e.  Physically  locate  a  Payables/Receivables  clerk  with  each  team  of  Client 
Reps/Client  Rep  Assistants  (in  Toronto  and  Regional  Offices ) 

Pros 

Cons 

•  locating  Payables/Receivables  clerk  with 

Client  Services  team  would  help  to  create  a 
client  orientation  (i.e.  the  bills  are  paid  for  a 
client,  not  a  large  government  organization). 
The  prevalent  feeling  in  Client  Services  is  that 
this  orientation  toward  the  client  is  largely 
missing  from  the  Finance  department. 

•  clerk  would  become  familiar  with  the  bills 
received  for  a  specific  sub  set  of  clients 

•  helps  to  develop  a  team  orientation  between 
Client  Services  and  Payables/Receivables. 

•  gives  Client  Sen/ices  organizational  authority 
over  the  staff  in  the  Payabies/Receivables 
unit 

•  eliminates  Finance’s  flexibility  to  assign 
Payables/Receivables  resources  to  handle 
peak  volumes.  Each  clerk  would  be 
responsible  only  for  their  own  team’s  invoice,  ; 
making  it  difficult  to  handle  bulk  payments, 
processing  of  EFT  transactions,  etc. 

•  logistically,  this  is  very  difficult  to  implement 

•  incoming  bills  would  have  to  be  sorted 
according  to  Client  Services  team. 
Reductions  in  mail  room  resources  would 
make  this  extremely  difficult 

•  although  they  can  be  mislaid  in  Finance 
as  well,  distribution  of  invoices  to  5-6 
physical  locations  would  likely  increase 
the  chance  of  lost  invoices 
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•  Client  Reps  are  responsible  for  what  happens  in  the  client’s 
account,  and  yet  feel  that  the  payment  of  bills  is  out  of  their 
control.  Eliminating  Finance's  discretion  in  bill  payment  is  an 
attempt  to  reestablish  control. 

-  detailed  training  to  both  Finance  and  Client  Services  staff  on  the 
creation  and  approval  of  pending  forms 

-  training  to  Client  Services  staff  on  methods  for  using  recurring  entries  to 
reduce  the  number  of  routine  transactions  that  require  individual 
attention 

-  rollout  of  this  training  began  in  January  1997,  along  with  implementation 
of  changes  to  TAMS  and  elimination  of  Finance's  25%  variance 

•  the  significance  of  the  problems  experienced,  particularly  during  the  latter  part 
of  1996  led  to  a  consideration  of  more  drastic  change  than  were  considered  by 
the  Joint  Operating  Committee 

-  Management  of  Client  Services  sees  payment  of  client  bills  as  a  Client 
Services  function.  However,  Client  Services  has  no  organizational 
authority  over  the  Payables/Receivables  unit  and  therefore  no  formal 
mechanism  for  setting  priorities  or  controlling  staff  performance. 

-  Finance  sees  payment  of  client  bills  as  a  service  provided  by  Finance  to 
Client  Services.  While  the  decision  to  pay  is  seen  as  a  Client  Services 
responsibility,  the  transaction  is  seen  as  more  appropriately  handled  by 
Finance. 

Options 


Option  J: 

Move  Responsibility  for  Payables/Receivables  to  Client  Services 

Pros 

Cons 

•  gives  Client  Services  organizational  authority 
over  the  staff  in  the  Payables/Receivables 
unit 

•  clarifies  payment  of  client  bills  as  a  client 
services  function 

•  conceptually,  Client  Services  does  have 
control  over  bill  paying,  (i.e.  Client  Reps 
make  all  decisions  with  respect  to  what 
bills  are  paid) 

•  the  issue  is  whether  bills  get  paid,  and 
organizationally  what  Ciient  Services  is 
able  to  do  to  facilitate  payment 

•  Finance  has  arranged  a  number  of  bulk 
payment/receipt  and  EFT  relationships  with 
external  organizations.  Finance  requires 
resources  to  manage  these  relationships  and 
the  staff  in  the  Payables/Receivables  unit 
provide  the  staffing  flexibility  to  do  so 
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individually  approve  invoices  that  fluctuate  within  a  limited  range  from 
month  to  month.) 

pending  forms  -  used  when  approval  of  Client  Rep  is  required  -  do  not 
always  provide  the  Client  Rep  with  enough  information  to  make  a  good 
decision  about  payment  of  the  invoice.  Since  the  invoice  goes  directly 
to  the  Payables/Receivables  unit,  the  Client  Rep  is  not  able  to  read  the 
information  on  the  original  invoice.  Details  of  the  invoice  must  be  keyed 
to  a  pending  form  and  forwarded  to  the  Client  Rep.  Often  incomplete 
information  is  provided,  resulting  in  paying  of  inappropriate  bills. 

•  there  are  a  number  of  historical  reasons  for  the  Payables/Receivables  function 
being  located  in  Finance 

-  very  high  caseloads  for  Client  Reps  (  circa  1992-93) 

-  the  high  workload  resulted  in  bills  not  being  paid,  invoices  getting  lost, 
multiple  phone  calls  from  vendors,  etc. 

-  Finance  was  able  to  relieve  some  of  the  stress  on  Client  Reps  by  taking 
on  the  bill  paying  function 

•  however,  payment  of  bills  continues  to  be  a  problem 

-  as  part  of  the  1995  budget  constraint,  the  number  of  staff  in  the 
Payables/Receivables  unit  was  cut 

-  the  plan  was  to  implement  streamlining  initiatives  with  the  CIBC  and 
vendors  (e.g.  EFT,  bulk  payments/receipts,  etc.)  and  reduce  staff  based 
on  the  realized  efficiencies.  However  -  due  to  the  timing  of 
implementation  of  the  streamlining  initiatives  -  staff  were  reduced  prior  to 
any  changes  in  process. 

-  the  shortage  of  experienced  staff  in  the  Payables/Receivables  unit  has 
again  created  a  situation  where  bills  are  not  being  paid  on  time  and  the 
needs  of  vendors,  staff  and  clients  are  not  being  met 

•  a  team  of  Client  Services  and  Finance  staff  has  been  working  for  the  past 
several  months  on  joint  recommendations  for  improving  the  processing  of 
invoices  and  payments  including: 

-  enhancements  to  the  TAMS  system 

-  Client  Reps  becoming  responsible  for  creating,  editing  and  expiring 
recurring  entries 

elimination  of  Finance's  ability  to  pay  invoices  within  a  25%  variance  of 
the  invoiced  amount.  In  the  new  processing  environment,  invoice  have 
to  be  equal  to  or  less  than  the  amount  of  the  existing  recurring  entry. 

•  the  team  asked  Client  Reps  throughout  the  province  how  they 
would  prefer  to  have  bills  paid.  The  response  was  very  strong  for 
removal  of  Finance's  25%  variance.  Client  Reps  wanted  to  know 
about  every  invoice  going  through  the  client's  account. 
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Pavables/Receivables 

Description 


•  as  opposed  to  the  PGT's  corporate  financial  functions,  Payables/Receivables 
refers  specifically  to  the  administration  of  clients'  ongoing  finances  (i.e.  receipt 
of  income  and  payment  of  expenses) 

•  responsibilities  are  currently  split  between  Client  Services  and  Finance 

-  Client  Reps  approve  income/expenses  and  give  Finance  instructions 
regarding  deposit  or  payment,  (i.e.  Client  Services  has  the  decision 
making  responsibility).  Client  Reps  either  approve  individual 
receipts/invoices  or  create  recurring  entries  for  regularly  occurring 
transactions. 

-  Finance  deposits  income/issues  cheques  for  the  clients’  expenses,  (i.e. 
Finance  has  the  transaction  processing  responsibility) 

-  if  a  recurring  entry  exists.  Finance  can  process  transactions  without 
obtaining  additional  approval  from  the  Client  Rep.  If  there  is  no  recurring 
entry,  a  pending  form  is  created  outlining  the  invoice  information.  This  is 
forwarded  to  the  Client  Rep  for  authorization. 

•  the  importance  of  paying  bills  promptly  and  accurately  can  not  be  overstated. 
The  well  being  of  clients  depends  directly  on  this  function,  as  does  the 
reputation  and  credibility  of  the  PGT. 

Current  Situation 


•  payment  of  bills  has  been  a  source  of  considerable  frustration  and  tension 
between  Client  Services  and  Finance 

-  Client  Reps  are  responsible  for  transactions  taking  place  in  the  client's 
account,  yet  invoices  received  for  clients  go  directly  to 
Payables/Receivables 

-  the  volume  of  bills  to  be  paid  combined  with  a  chronic  shortage  of 
experienced  staff  in  the  Payables/Receivables  area  has  created 
significant  delays  in  processing  payments.  This  has  in  turn  resulted  in 
Client  Reps  receiving  numerous  phone  calls  from  vendors  requesting 
payment. 

-  until  recently,  Finance  had  the  ability  to  pay  invoices  that  were  within  a 
25%  variance  of  the  invoice  amount.  While  this  reduced  the  number  of 
ad  hoc  approvals  required  from  Client  Reps,  it  also  resulted  in  payment 
of  inappropriate  or  incorrect  invoices. 

-  methods  for  using  recurring  entries  to  reduce  the  number  of  individual 
invoices  requiring  the  Client  Rep's  approval  are  not  well  understood, 
(e.g.  setting  recurring  entries  for  the  maximum  amount  the  client’s 
budget  will  allow  for  a  given  service  would  eliminate  the  need  to 
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Option  2: 

Radically  restructure  the  entire  department  eliminating  entire  classes  of  positions 
and  recruiting  for  new  job  specifications  purposely  written  to  require  a  very  well 
defined  set  of  financial  skills. 

Pros 

Cons 

•  increases  level  of  skill  in  Finance  and  provides 
additional  support  to  the  CFO 

•  equips  Finance  department  to  “get  the  work 
done"  with  less  staff  who  are  better  qualified 

•  facilitates  creation  of  well  defined  career 
paths  for  staff  from  analyst  through  to 
management  positions 

•  net  result  of  planned  restructuring  saves  the 

PGT  a  total  of  $169  K  ($338  K  annualized) 

•  implementation  involves  a  high  level  of 
complexity  and  disruption 

•  may  be  difficult  to  recruit  appropriate  staff 

•  even  if  appropriate  staff  are  recruited, 
there  is  a  chance  that  they  will  be 
subsequently  "bumped" 

•  there  is  a  chance  that  positions  will  be 
filled  by  "surplussed”  staff  from  other 
government  departments.  If  that  were  to 
happen,  there  is  no  guarantee  that 
incoming  staff  would  possess  any  of  the 
required  skills  or  experience. 

Recommended  Action 


•  although  it  is  the  more  radical  approach,  Option  2  is  recommended  as  it 
provides  the  opportunity  to  increase  emphasis  on  overall  strategic  financial 
management  with  greater  expertise  and  accountability 

-  it  is  not  realistic  to  expect  that  staff  can  be  cut  in  the  Finance  area 
without  upgrading  the  overall  level  of  skills  and  experience  of  the 
department.  Doing  so  would  almost  certainly  add  to  already  high 
backlogs  in  critical  areas  such  as  Payables/Receivables  and  Reporting. 

-  eliminating  lower  rated  positions  and  recruiting  a  smaller  number  of 
senior  staff  with  strong  accounting  and  investment  expertise  produces 
significant  savings  for  the  PGT 

•  an  initial  plan  for  the  series  of  recruitment  and  surplus  efforts  necessary  to 
implement  this  recommendation  has  already  been  developed  by  the  CFO 

-  includes  reductions  in  the  Securities  area  (made  possible  through 
outsourcing  arrangement)  and  the  Accountant  of  the  Ontario  Court 
(made  possible  through  application  of  information  technology  to  AOC’s 
manually  intensive  processes) 

-  includes  recruitment  of  experienced  accounting  staff  to  provide  senior 
support  to  the  CFO 

-  includes  a  structural  division  between  Trust  Accounting  (client  related) 
and  Corporate  Accounting/Finance  (PGT  related).  Each  of  these  units 
would  be  the  responsibility  of  a  manager  with  a  strong 
accounting/financial  background. 

•  the  current  and  proposed  organizational  charts  for  the  Finance  department  are 
provided  in  Appendix  D 
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Structural  Changes:  Finance 


Structure  of  Finance  Department 

Description 

•  the  Finance  department  is  responsible  for  functions  related  to  the  trust  business 
of  the  PGT  as  well  as  the  corporate  financial  functions  for  the  PGT  as  a  whole 

Current  Situation 


•  a  large  percentage  of  positions  in  the  Finance  department  are  clerical  and 
filled  by  staff  without  the  appropriate  background  or  skills  for  the  job 

•  there  is  only  one  person  -  the  CFO  -  in  the  entire  PGT  with  an  accounting 
designation.  For  an  organization  primarily  engaged  in  the  management  of 
other  people’s  money,  the  profound  shortage  of  professional  accounting 
expertise  is  very  surprising. 

-  a  severe  limitation  created  by  having  to  recruit  within  OPS  guidelines  is 
the  inability  to  specify  an  accounting  designation  as  a  requirement  for  a 
particular  position 

•  Finance  was  identified  during  the  constraints  exercise  as  a  potential  area  for 
downsizing 

Options 


Option  1: 

Eliminate  positions  in  Finance  with  no  substantive  changes  to  job  descriptions  or 
position  types 

Pros 

Cons 

•  contribution  to  meeting  the  PGT's  budget 
constraint 

•  results  in  retaining  insufficiently  qualified  -  but 
longer  serving  -  staff 

•  results  in  a  smaller  number  of  insufficiently 
qualified  staff  with  an  expectation  of 
maintaining  current  workload  volumes 

•  does  not  improve  the  skill  or  knowledge  level 
of  Finance  as  a  whole,  providing  no 
additional  support  for  the  CFO 
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Option  2 

Provide  resources  -  such  as  a  social  work  consultant  or  employee  -  to  Client  Reps 
to  help  them  deal  with  the  demands  of  persona!  care  guardianships. 

Pros 

Cons 

•  enables  Client  Reps  to  retain  "integrated” 
responsibility  for  property  and  personal  care 

•  provides  support  to  Client  Reps  who  are  not 
ideally  equipped  to  deal  with  the  difficult 
family,  personal  and  social  issues  involved  in 
personal  care  guardianship 

•  may  improve  service  provided  to  clients 

•  potentially  adds  to  the  cost  of  providing  the 
sen/ice 

Option  3: 

Eliminate  persona!  care  guardianship 

Pros 

Cons 

•  personal  care  guardianship  is  very  labour 
intensive  and  can  consume  entire  days  of  a 
Client  Rep’s  time,  particularly  in  the  early 
stages.  Eliminating  this  component  of  the 

Client  Reps’  responsibilities  would  ensure  that 
their  time  is  available  to  deal  with  the 
demands  of  their  prccerty  oriented  caseload 

•  would  require  changes  to  legislation 

•  may  create  the  perception  that  the 
government  is  abandoning  vulnerable, 
incapable  people 

Recommended  A  ction 


•  although  Option  2  remains  a  possibility,  the  additional  cost  involved  would  be 
difficult  to  justify  given  the  PGT’s  current  fiscal  environment. 

-  a  reasonable  alternative,  however,  is  to  locate/create/provide  Client 
Reps  with  other  resources  aimed  at  identifying  community  services  that 
may  be  accessed  on  behalf  of  clients 

one  of  the  concerns  expressed  regarding  the  amount  of  time  spent  by  Client 
Reps  on  personal  care  cases  is  the  amount  of  time  spent  "duplicating" 
services  or  functions  that  are  available  elsewhere  in  the  community. 

Providing  a  comprehensive  guide  to  these  sen/ices  will  help  to  ensure  that 
this  concern  is  addressed  and  that  Client  Reps  involvement  in  Personal  Care 
is  limited  to  the  services  unique  to  the  PGT. 

•  elimination  of  Personal  Care  guardianship  is  not  recommended.  Doing  so  would 
significantly  increase  the  risk  of  harm  to  a  particularly  vulnerable  population  for 
whom  the  PGT  is  the  last  resort  for  this  type  of  decision  making. 

Note:  The  PGT  should  continue  to  monitor  the  amount  of  time  spent  on  Personal  Care  guardianship  cases 
to  ensure  that  the  activities  performed  by  Client  Reps  do  not  duplicate  services  available  from  other 
providers  (e.g.  MCSS).  Although  establishment  of  “standard"  criteria  has  been  difficult  given  the  low 
volume  of  cases,  care  should  be  taken  to  ensure  that  the  role  of  the  PGT  is  limited  to  that  of  last 
resort  provider  of  service.  In  the  absence  of  some  guidelines,  it  is  conceivable  that  work  done  in  this 
area  would  continue  to  expand  given  the  needs  of  the  client  group.  This  is  particularly  true  in  the 
current  downsizing  environment  where  agencies  may  be  actively  seeking  opportunities  to  “offload" 
components  of  their  mandate.  The  impact  on  core  sen/ices  of  such  an  expansion  in  PGT 
responsibilities  would  be  significant  and  should  be  guarded  against. 
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Current  Situation 


•  Personal  Care  guardianships  are  still  a  relatively  new  component  of  the  PGT’s 
business 

•  the  initial  stages  of  a  personal  care  guardianship  are  extremely  time  consuming 
(up  to  40  hours  in  the  first  month,  just  for  the  Client  Rep).  However,  given  the  low 
volume  of  cases  to  date,  it’s  difficult  to  predict  if  the  time  required  is  typical  of 
personal  care  guardianships  in  general  or  simply  reflective  of  the  learning  curve 
that  PGT  staff  are  experiencing. 

•  the  work  involved  in  personal  care  guardianships  is  substantially  different  than 
the  property'  guardianships  that  Client  Reps  generally  handle.  Not  all  Client 
Reps  have  the  skill  or  aptitude  to  deal  effectively  with  the  “social  work"  aspects 
of  personal  care  guardianship,  which  can  be  extensive.  In  addition.  Client  Reps 
may  not  be  aware  of  the  array  of  community  services  which  may  be  accessed 
on  behalf  of  their  clients. 

Options 


Option  I: 

Rather  than  assign  personal  care  guardianship  cases  according  to  the  same 
criteria  as  property  guardianship,  use  more  "targeted"  assignment 

(e.g.  if  Client  Rep  X  has  the  skills  to  do  personal  care  guardianship  and  Client  Rep 

Y  does  not  assign  case  to  Client  Rep  XJ 

Pros 

Cons 

•  more  focused  use  of  staff  resources 

•  helps  to  ensure  that  Client  Reps  dealing  with 
personal  care  clients  have  the  appropriate 
skills  to  do  so 

•  will  help  to  develop  internal  expertise  in  the 
area  of  personal  care,  rather  than  having 
experience  spread  across  all  Client  Reps 

•  the  time  requirements  of  personal  care  would 
make  it  necessary  to  reduce  the  caseload 
requirement  of  Client  Reps  who  are  assigned 
a  number  of  personal  care  cases 

•  produces  "specialists"  which  ultimately  will 
afford  the  PGT  less  flexibility  in  resource  usage 
than  will  "generalists” 

•  if  the  PGT  has  personal  care  jurisdiction  it  will 
usually  also  have  property  care  jurisdiction.  It 
is  very  difficult  to  decouple  responsibilities  for 
clients  given  that  personal  care  needs  are 
often  intertwined  with  financial  or  property 
related  issues. 

04/25/97 

PT1 

Page  40 

KOGAWA 


Public  Guardian  &  Trustee: 

Report  on  Reengineering 


-  the  Mortgage  Clerk: 

•  retain  responsibility  for  monitoring  and  controlling  receipts  and 
disbursements  related  to  client  mortgages 

•  retain  responsibility  for  incorporating  real  estate 

•  become  responsible  for  coordinating  blanket  insurance  on 
properties  and  automobiles 

•  participate  in  monitoring  of  property  status  (property  tax. 
insurance,  winterization,  etc.) 

•  become  responsible  for  central  monitoring  of  property  tax 
payments 

-  a  tracking  system  for  both  property  tax  payments  and 
insurance  coverage  on  all  properties  has  been 
developed  to  support  this  new  function 

Note:  It  is  recommended  that  the  payment  of  property  tax  no  longer  be  administered 
centrally.  Property  tax  is  essentially  the  same  as  any  other  bill  received  by  the 
client.  Despite  the  fact  that  it  relates  to  property,  there  is  no  compelling  logic  to 
suggest  that  it  must  be  maintained  centrally. 

The  recommendation  is  to  have  property  tax  bills  go  directly  to  Client  Reps/CRAs  or 
Estates  Officers  and  be  paid  as  would  any  other  bill.  (This  is  planned  to  become 
effective  on  April  1,  1997) 

It  is  recommended,  however,  that  monitoring  of  property  tax  be  implemented  and 
controlled  centrally  to  ensure  that  all  client  taxes  are  up  to  date.  This  is  a 
responsibility  that  would  logically  fall  to  the  to-be-created  centralized  support 
services  group. 

Manage  Personal  Care 

Description 


•  in  addition  to  acting  as  property  guardian  for  incapable  persons,  the  PGT  may 
also  receive  jurisdiction  to  make  decisions  for  clients  with  respect  to  hygiene, 
nutrition,  treatment,  shelter/accommodation,  clothing  and  safety 

•  there  are  approximately  25  personal  care  guardianship  clients  at  present 

•  the  anticipation  is  that  the  number  of  personal  care  guardianships  will  increase 
over  time  due  to  a  number  of  factors  including: 

-  the  aging  of  the  population, 

-  discontinuation  of  operations  of  alternative  service  providers. 

-  increased  public  awareness  of  the  PGT  and  its  role 
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Options 


Option  1: 

Create  a  Corporate  Support  Team 

Pros 

Cons 

•  formalizes  a  number  of  roles  that  are  currently 
performed  on  temporary  basis  (Quality 
Assurance,  Policy  Development,  Training) 

•  creates  a  central  pool  of  expertise  to  support 
Client  Services  and  the  operations  of  the  PGT 
in  general 

•  provides  a  vehicle  for  retaining  effective, 
versatile  staff  who  would  otherwise  be  lost 
through  downsizing  according  to  the 
provisions  of  the  union  agreements 

•  positions  already  exist,  so  implementing  this 
recommendation  does  not  add  to  the 
current  payroll  of  Client  Services 

•  would  be  a  unit  of  emDlovees  not  directly 
involved  in  "front  line"  service 

Recommended  Action 


•  the  functions  performed  by  the  staff  who  would  make  up  the  corporate  support 
group  are  all  important  to  the  ongoing  operation  of  Client  Sen/ice 

•  recommendation  is  to  formalize  the  positions  to  ensure  they  continue  to  provide 
support  to  Client  Services  management  and  staff 

Other  Recommended  Changes 

•  the  recommended  implementation  of  a  Centralized  Corporate  Support  Group 
(Client  Sen/ices  Section)  combined  with  other  recommended  changes  in  the 
Asset  Administration  area  will  effectively  end  the  Asset  Administration  Group  as  it 
exists  today 

-  there  are  currently  4  full  time  staff  in  Asset  Administration  and  1  additional 
person  on  contract 

-  2  of  the  4  full  time  staff  positions  will  be  eliminated  in  support  of  the  PGT's 
1997/98  budget  constraint 

-  the  funding  for  the  contract  position  expired  in  February  1997 

•  following  the  above  downsizing,  two  staff  will  remain  involved  in  supporting 
Client  Services  with  respect  to  assets.  It  is  proposed  that: 

the  Automobile  Sales  clerk  be  retained  (under  a  different  job  title)  to 
support  the  activities  of  the  Centralized  Support  Group,  particularly  in 
areas  related  to  assets  and  property 
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Specialized/Centralized  Services 

Description 


There  are  a  number  of  staff  currently  filling  specialized  support  roles  in  the  Client 
Services  area,  including: 


▼  Asset  Administration 
&  Management 

•  Property  Control  &  Monitoring  (Property  Insurance  &  Tax  Monitoring) 

•  Investment  Asset  Allocation 

•  Monitoring  and  administration  of  mortgages 

•  Compensation  Monitoring 

•  Client  Services  Liaison  with  Finance 

▼  Quality  Assurance 

•  internal  auditing  of  client  files 

•  identifies  areas  requiring  additional  attention  of  Client  Reps 

v  Policy  Analysis 

•  provides  support  not  only  to  Client  Services,  but  to  the  PGT  in  ; 

general  with  respect  to  policy  development  and  analysis 

▼  Trainer 

•  training  is  provided  by  various  people  on  an  informal  basis 

•  the  training  required  is  program  specific  for  the  PGT 

•  general  training  is  available  through  MAG  and  a  specialized  role  in 
the  PGT  is  not  necessary  for  coordination 

Current  Situation 


•  these  roles  are  filled  on  an  informal  basis 

-  formal  job  descriptions  and  evaluations  of  classifications  have  not  been 
completed 

-  compensation  (job  rating)  does  not  necessarily  reflect  the  responsibilities 
of  the  staff  performing  these  roles 

•  at  least  some  of  the  staff  performing  these  functions  have  relatively  little 
seniority.  Because  they  are  still  classified  according  to  their  old  roles  (e.g.  Trainer 
is  a  CRA)  downsizing  will  result  in  the  loss  of  these  important  and  versatile  staff 
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Options 


Option  1: 

Decentralize  responsibility  for  coordinatina  automobile  sales  to  Client  Reps 

Outsource  sp/e  of  automobile  to  private  companies 

Pros 

Cons 

•  makes  Client  Rep  directly  responsible  for 
arranging  the  sale  of  a  major  client  asset 

•  necessary  to  establish  a  list  or  roster  of 
possible  companies 

•  Client  Rep  is  in  a  better  position  to  negotiate, 
determine  price  of  car  as  they  are  more 
familiar  with  the  financial  situation  of  the 
client 

•  the  report  by  F.  Butt14  identified  a 
number  of  companies  who  would  be 
interested/able  to  provide  this  service 
to  the  PGT 

•  takes  PGT  out  of  the  business  of  actively 
selling  cars  and  creates  relationships  with 
companies  who  have  the  ability  and 
infrastructure  to  perform  this  service 

•  makes  it  possible  to  reallocate  resources  in 
the  Asset  Administration  group 

•  some  additional  complexity  in  managing  the 
sale  of  assets  is  involved  in  the  introduction  of 
an  external  company 

•  the  price  received  by  the  client  on  the  sale  of 
the  automobile  is  likely  to  be  reduced 
somewhat  as  the  car  lot  would  receive  a 
commission  on  the  sale.  No  commission  is 
currently  charged  by  the  PGT  for 
coordinating  the  sale 

Recommendation 


•  develop  a  roster  of  private  companies  able  to  actively  sell  automobiles  on 
behalf  of  the  PGT 

•  the  companies  selected  would  be  responsible  for  storing  and  selling  the 
automobile  and  receive  their  compensation  from  the  proceeds  of  the  sale 

-  the  preliminary  study  conducted  by  F.  Butt  indicated  that  there  were 
potentially  a  number  of  companies  that  would  be  both  able  and 
interested  in  providing  this  service  to  the  PGT14 

-  currently  all  PGT  clients  effectively  subsidize  the  sale  of  automobiles, 
since  no  incremental  costs  are  charged  to  the  client  for  coordinating  the 
sale.  Paying  the  car  lot  a  commission  from  the  proceeds  of  a  sale  would 
ensure  that  the  party  that  benefits  from  the  activity  pays  the  full  cost  of 
the  service. 

•  decentralize  responsibility  for  coordinating  the  sale  to  the  Client  Rep 

-  makes  the  Client  Rep  directly  responsible  for  the  sale  of  a  client's  asset 

the  Client  Rep  is  in  a  better  position  to  determine  the  urgency  of 
achieving  a  sale,  since  they  are  more  familiar  with  the  client's  financial 
circumstances  than  would  be  the  clerk  in  Asset  Administration 


14  See  "Outsourcing  investigative  Services  and  Auto  Sates",  F.  Butt.  Oct  '96 


04/25/97 


9 

kogawa 


Page  36 


Public  Guardian  &  Trustee: 

Report  on  Reengineering 


Coordinate  Sales  of  Client  Automobiles 


Description 


•  if  there  is  a  valid  medical  opinion  that  a  client  will  not  have  future  need  of  an 
automobile,  the  Repairs  and  Motor  Sales  Clerk  (Asset  Administration)  sells  the 
asset 

-  the  clerk  actively  sells  the  automobile  including: 

-  placing  newspaper  ads 

-  showing  cars  and  arranging  test  drives 

-  negotiating  the  selling  price 

•  until  they  can  be  sold,  automobiles  are  stored  (for  a  fee)  at  a  number  of  garage 
or  sen/ice  station  locations.  The  owners/managers  of  these  locations  assist  in  the 
sale  by  providing  access  (for  viewing,  test  drives)  to  prospective  buyers. 

Current  Situation 


•  Client  Reps,  though  they  are  responsible  for  the  client's  finances,  are 
disconnected  from  the  sale  of  these  relatively  major  assets  after  the  decision  to 
sell  has  been  made 

•  owners/managers  of  the  storage  locations  do  not  play  an  active  role  in  the  sale 
of  automobiles  aside  from  allowing  prospective  buyers  to  take  test  drives.  The 
actual  sale  of  the  asset,  however,  is  the  responsibility  of  the  Asset  Administration 
Clerk. 

•  prospective  purchasers  of  clients'  automobiles  will  frequently  give  “low  ball” 
offers  since  they  know  from  the  newspaper  advertisements  that  the  PGT  is 
involved  in  the  sale 
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Options 


Option  1: 

Decentralize  incorporation  of  client  assets 

Retain  centra!  control  over  incorporation  of  real  estate  and  blanket  insurance 

Pros 

Cons 

•  eliminates  need  for  Client  Rep  to  e-mail  Asset 
Administration  with  the  information  to 
incorporate  assets 

•  process  becomes  more  direct 

•  Client  Rep  receives  asset  survey  and 
incorporates  assets 

•  property  incorporated  centrally,  ensuring 
control  and  consistency  for  clients'  main  asset 

•  maintains  centralized  control  over 
key  assets  (real  estate  and  bldnket 
insurance) 

•  PGT  liability  limited  by  ensuring  that  insurance 
is  maintained  centrally  and  consistently 


increases  work  expectations  of  Client  Reps  or 
Client  Rep  Assistants 

necessary  to  adjust  TAMS  so  that  Client  Reps 
have  access  to  Asset  Administration  screens 

some  controls  need  to  be  built  into  the  system 
to  ensure  that  privacy  and  security  of  client 
data  is  maintained 


Recommendation 


•  incorporation  of  assets  (with  the  exception  of  real  estate  and  insurance)  should 
be  decentralized  to  Client  Reps 

-  eliminates  the  need  for  re-keying  information  while  not  adding 
substantially  to  the  workload  of  Client  Reps  or  Client  Rep  Assistants 

incorporation  of  real  estate  and  insurance  is  recommended  to  remain 
centrally  controlled  to  ensure  that  input  of  information  on  these  major 
assets  is  done  consistently  and  accurately 

-  handoff  of  these  responsibilities  was  planned  to  take  place  April  7,  1997 

•  while  this  recommendation  improves  the  efficiency  of  the  process,  a  more 
complete  solution  is  providing  investigators  with  hand  held  electronic  data 
capture  devices  for  use  on  the  site.  These  tools  would  enable  the  investigators 
to  gather  data  and  upload  it  to  the  computer  system  without  the  need  for  re¬ 
keying  (See  Recommended  Action  for  Automation  of  Trust  Investigations) 

Note:  Implementation  of  this  recommendation  was  initiated  in  March  ’97  through 
discussions  with  Estates  Officers,  Client  Reps/CRAs  and  Asset  Administration 
staff. 
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Incorporation  (Inventorying)  of  Assets 

Description 

•  following  a  trust  investigation,  the  summary  of  a  client’s  assets  is  submitted  by 
the  investigator 

•  this  document  -  an  Asset  Survey  -  catalogues  the  assets  of  the  client  and  is  used 
as  the  basis  for  creating  an  inventory  of  the  client's  assets  on  the  PGT's 
computer  system 

Current  Situation 


•  incorporation  of  client  assets  is  currently  done  centrally  by  Asset  Administration. 
However,  Client  Reps  must  provide  the  information  required  for  Asset 
Administration  to  do  the  incorporation 

-  Client  Reps  e-mail  the  Asset  Administration  clerks  with  information  on  the 
Asset  Survey  so  that  assets  can  be  incorporated 

-  based  on  the  e-mail,  Asset  Administration  clerks  incorporate  the  assets 

-  this  re-keying  of  information  by  both  the  Client  Rep  and  Asset 
Administration  clerks  is  clearly  inefficient 

•  the  process  of  incorporating  assets  is  not  particularly  time  consuming  or 
technically  challenging.  In  other  words,  there  is  no  special  skill  or  expertise  that 
would  prevent  Client  Reps  or  CRAs  from  directly  incorporating  assets,  rather  than 
sending  e-mail  to  initiate  the  process. 
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Current  Situation 


•  the  Real  Estate  and  Property  Insurance  clerk  in  Asset  Administration  coordinates 
administration  of  the  blanket  insurance  policy  and  communicates  with  the 
insurer 


-  PGT  provides  regular  listings  of  assets  to  be  included  or  deleted  from  the 
blanket  policy 

-  these  listings  are  provided  electronically  on  a  MS  Excel  spreadsheet 


Options 


Option  1: 

Decentralize  coordination  of  blanket  insurance 

Pros 

Cons 

•  makes  reallocation  of  resources  in  Asset 
Administration  possible 

•  very  difficult  to  coordinate  on  a 
decentralized  basis,  given  the  number  of 

Client  Reps  involved 

•  insurance  is  a  key  means  for  the  PGT  to  limit  its 
potential  liability  and  decentralization  will 
involve  a  significant  risk  of  the  activity  not 
being  performed  consistently 

•  it  is  critical  -  to  both  clients  and  the  PGT  -  that 
blanket  insurance  is  done  property  to  protect 
against  loss 

Recommendation 


•  maintaining  central  control  and  coordination  of  blanket  insurance  is  strongly 
recommended 

-  substantial  risk  to  the  client  and  the  PGT  is  involved  if  the  blanket 
insurance  policy  is  not  up  to  date  and  accurate.  Decentralizing  this 
critical  role  increases  the  opportunity  for  miscompnunication.  misplaced 
documentation,  etc.  that  may  result  in  property  hot  being  insured 
properly. 

the  relatively  minor  savings  possible  through  decentralization  of  this 
function  do  not  justify  the  additional  risk  involved 

•  it  is  feasible  for  Client  Reps  to  manage  privately  placed  insurance 

-  essentially  the  same  as  any  other  service  arranged  on  behalf  of  the 
client  by  the  Client  Rep 

Note:  to  maintain  control  over  properties  in  particular,  it  is  recommended  that  the 
Centralized  Support  Group  discussed  elsewhere  in  this  report  have 
responsibility  for  monitoring  properties  held  by  the  PGT  to  ensure  that 
appropriate  private  or  blanket  insurance  was  in  place  on  all  properties  at  all 
times 
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Options 


Option  1: 

Decentralize  responsibility  for  selling  chattel  to  the  Client  Reps 

Pros 

Cons 

•  Client  Rep  making  decision  to  sell  is  in  direct 
contact  with  the  party  selling  the  chattels 

•  makes  reallocation  of  Asset  Administration 
clerical  resources  possible 

•  additional  workload  for  Client  Reps  and 

Estate  Officers 

•  eliminates  single  point  of  contact  for 
auctioneers 

•  single  point  of  contact  has  been 
useful  for  establishing  working 
relationships  with  auctioneers 

Recommendation 


•  decentralization  of  responsibility  for  coordinating  sales  of  chattel  is 
recommended 

-  improves  level  of  communication  between  the  PGT  and  the  auctioneer 
by  enabling  the  deciding  party  (Client  Rep)  to  deal  directly  with  the 
implementing  party  (the  auctioneer) 

-  avoids  a  great  deal  of  three  way  communication  (i.e.  Client  Rep  to  Asset 
Administration  to  Auctioneer  and  back) 

-  makes  it  possible  to  reallocate  resources  in  Asset  Administration 

•  it  will  be  necessary  to  establish  a  list  or  roster  of  auctioneers  throughout  the 
province  that  are  able  to  provide  this  service  to  the  PGT,  as  well  as  the  protocol 
for  communicating  with  them 

-  the  beginnings  of  this  list  is  already  available  from  the  auctioneers 
currently  used  by  Asset  Administration 

Insurance  of  Client  Assets 


Description 

•  insurance  is  maintained  on  clients’  assets  and/or  property 

•  in  addition  to  privately  placed  insurance  that  may  already  be  on  an  asset  or 
piece  ot  property,  the  PGT  also  has  a  "blanket"  insurance  policy 

-  this  policy  enables  the  PGT  to  add  or  remove  individual  assets  or 
properties  easily  without  establishing  separate  policies  for  each  client 
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-  decentralization  will  reduce  the  cost  of  asset  administration  while 
improving  the  process'3  and  the  Client  Reps  involvement  in  the  sale  of 
the  asset 

•  the  increase  in  workload  for  the  majority  of  Client  Reps  will  not  be  substantial.  It 
is  anticipated  that,  on  average.  Client  Reps  will  deal  with  only  2-3  property  sales 
per  year 

•  the  impact  on  Estates  Officers  is  expected  to  be  significantly  higher  as  they  are 
involved  in  property  sales  much  more  regularly 

-  the  estates  taken  on  in  Crown  Estates  generally  include  property 

-  there  is  no  question  as  to  whether  the  property  needs  to  be  retained  as  a 
future  residence  for  the  client  -  all  properties  are  sold 

•  Client  Reps  and  Estates  Officers  will  require  some  training,  not  only  in  the  PGT's 
process,  but  also  in  the  basics  of  real  estate  as  this  is  an  area  in  which  many 
Client  Reps  have  no  practical  experience.  Given  their  role  as  the  responsible 
party  for  another  person’s  property,  however,  it  is  a  function  that  should  be 
included  in  their  duties. 

Saie  of  Chattels 


Description 

•  if  a  client’s  residence  is  to  be  sold,  it  is  likely  that  there  are  other  assets  (chattel) 
in  the  home 

•  the  condition  of  these  assets  varies  widely  from  antiques  to  trash.  However,  to 
the  untrained  eye,  it  is  often  impossible  to  distinguish  between  these  two 
extremes,  particularly  given  the  condition  of  residences  where  the  chattels  are 
located. 

Current  Situation 

*- 

v 

•  the  sale  of  chattel  is  coordinated  centrally  by  Asset  Administration,  upon  the 
receipt  of  instructions  from  the  Client  Rep 

•  an  auctioneer  is  generally  contacted  to  appraise  the  value  of  the  chattel  and 
to  conduct  an  auction  of  the  assets 

•  similar  to  sales  of  real  estate,  Client  Reps  are  removed  from  this  process  after 
initiating  the  sale 


13  See  Appendix  C  for  process  workflow  diagrams  and  descriptions  for  the  redesigned  "Sell  Real  Estate" 
process 
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-  Client  Rep  may  not  be  aware  the  house  has  been  sold  until  a  large  -  and 
unexpected  -  deposit  appears  in  the  client's  account 

•  Client  Reps  identified  their  lack  of  participation  in  this  process  as  a  concern. 

They  are  generally  in  the  best  position  to  determine  the  urgency  of  selling  a 
property  (since  they  know  the  financial  situation  of  the  client),  yet  feel  they  have 
no  opportunity  for  meaningful  input  once  the  decision  to  sell  has  been  made. 

-  phone  calls  regarding  sales  of  property  from  concerned  parties  are 
usually  directed  toward  the  Client  Rep.  However,  their  exclusion  from 
the  selling  process  leaves  Client  Reps  with  very  little  information  upon 
which  to  respond  to  inquiries. 


Options 


Option  1: 

Decentralize  responsibility  for  selling  property  to  the  Client  Reps 

Pros 

Cons 

•  reconnects  the  Client  Rep  to  the  sale  of  what 
is  likely  the  client’s  main  asset 

•  appropriately  increases  the  expectations  of 
Client  Reps  to  be  able  to  manage  real  estate 
transactions  on  behalf  of  their  clients 

•  produces  savings  of  1  RE  (approximately 
$46,000  in  1997/98)  from  a  non-front  line 
position 

•  reducing  the  number  of  people  involved  in 
the  transaction  should  improve  information 
flow  and  reduce  gaps  in  communication  that 
currently  exist 

•  the  majority  of  Client  Reps  are  not  familiar 
with  real  estate  transactions 

•  can  be  overcome  through  proper  training 

•  increases  the  workload  of  Client  Reps  and 
Estates  Officers 

•  may  be  difficult  to  coordinate  with  the  real 
estate  company  as  there  will  no  longer  be  a 
single  PGT  point  of  contact 

Recommendation 

•  decentralization  of  Real  Estate  sales  to  Client  Reps  is  recommended 

-  although  the  original  intention  behind  the  position  of  the  Real  Estate 
Sales  Representative  was  to  improve  the  process  of  selling  property,  the 
actual  result  has  been  extra  complexity,  barriers  to  communication  and 
isolation  of  the  Client  Rep  from  the  process 

-  originally  the  position  was  staffed  by  an  individual  with  very  good 
knowledge  of  the  real  estate  market,  agents  and  the  overall 
process  of  real  estate.  This  person  no  longer  fills  the  role  and  the 
absence  of  that  specialized  knowledge  has  resulted  in  the 
position's  evolution  toward  a  strictly  clerical  function  that 
unfortunately  often  presents  a  barrier  to  the  Client  Rep  in 
achieving  a  timely  sale  of  property. 
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•  however,  the  disruption  to  other  parts  of  the  organization  -  most  notably  the 
potential  that  investigators  would  bump  experienced  Client  Reps  -  makes  it 
difficult  to  recommend  Option  2  at  this  time 

•  short  term  recommendation  is  to  maintain  reporting  relationship  of  all 
investigators  to  Manager,  Intake  Unit 

-  main  advantage  is  that  this  provides  the  greatest  flexibility  in  making  use 
of  the  skills  and  experience  of  currenf  staff  and  balancing  woricloads 
among  all  investigators 

•  in  the  longer  term  (i.e.  following  implementation  of  final  decision  regarding  PGT's 
relationship  to  government)  Option  2  should  be  implemented 

-  allows  PGT  to  realize  the  benefits  of  Option  2  without  the  disruptive 
impacts  on  other  parts  of  the  organization  that  would  be  created  by  OPS 
collective  agreements 

•  regardless  of  the  option  implemented  in  the  long  term,  there  should  be  some 
coordination  between  management  of  the  two  types  of  investigations  to  ensure 
that  resources  are  assigned  most  effectively  (e.g.  if  a  trust  investigator  is  going 
to  an  out  of  town  location,  it  may  be  possible  for  them  to  gather  information  or 
make  a  visit  with  respect  to  a  guardianship  investigation  in  the  same  general 
area) 

Real  Estate  Sales 


Description 

•  if  the  PGT  is  in  receipt  of  a  valid  medical  opinion  that  a  client’s  incapacitated 
situation  will  prevent  them  from  ever  returning  to  their  home,  steps  will  be  taken 
to  sell  the  property 

•  PGT  coordinates  the  sale  of  property  through  an  outsourced  relationship  with  a 
real  estate  firm  (currently  Royal  LePage) 

v 

Current  Situation 


•  real  estate  sales  are  centrally  coordinated  by  the  Real  Estate  Sales 
Representative  (a  clerical  position  in  the  Asset  Administration  unit) 

•  once  the  decision  to  sell  the  property  has  been  made,  the  Client  Rep  is  largely 
excluded  from  the  process  of  selling  what  is  likely  the  client’s  main  asset 

-  listing  price  is  negotiated  by  Asset  Administration  and  the  Client  Services 
Solicitor 

-  listing  agreement  between  PGT  and  real  estate  firm  (currenfly  Royal 
LePage)  is  signed  by  the  Real  Estate  Sales  Representative  in  Asset 
Administration 

-  offers  are  accepted  or  rejected  without  the  input  of  the  Client  Rep 
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Option  I: 

Trust  Investigations  managed  by  Manager.  Intake  Unit 

Pros 

Cons 

•  same  person  responsible  for  both  trust  and 
guardianship  investigations,  which  provides 
some  flexibility  in  assigning  work 

•  allows  investigators  to  continue  rotation 
between  trust  and  guardianship,  creating 
flexibility  in  resource  usage  and  some  variety 
in  assignments  for  the  investigators 

•  the  nature  of  work  done  in  trust  and 
guardianship  investigations  is  fundamentally 
different  (i.e.  gathering  client  assets  vs. 
evaluating  the  risk  of  harm/abuse  for  an 
allegedly  incapable  person) 

•  the  skills  required  by  trust  and  guardianship 
investigators  are  different  (primarily  asset 
discovery/collection  vs.  social  and  interview 
skills) 

•  in  some  respects,  this  calls  into  question 
the  feasibility  of  rotating  staff  between 
the  two  types  of  investigations.  The 
difficulty  would  be  more  pronounced  if 
staff  were  specifically  hired  with  the 
specialized  skills  ideally  required  for  a 
particular  type  of  investigative  role. 

Option  2: 

Trust  In  vestigations  managed  by  Program  Manager.  Client  Services 

Guardianship  Investigations  continue  to  be  managed  by  Manager.  Intake  Unit 

Pros 

Cons 

•  from  an  organization  structure  perspective, 
this  is  a  more  logical  reporting  relationship  as 
guardianship  investigations  are  linked  to 
establishing  jurisdiction  (Intake)  while  trust 
investigations  are  more  closely  linked  to  Client 
Services 

•  enables  more  targeted  use  of  employee  skills 
and  experience  (i.e.  creating  a  better  fit 
between  employee  skills  and  job 
requirements) 

•  this  option  involves  more  complexity  than 

Option  1 

•  requires  new  job  descriptions  specifically 
tailored  to  the  two  types  of  investigations 

•  likely  to  result  in  surplus  notices,  as  it  may 

be  difficult  to  fill  the  guardianship 
investigator  positions  from  the  current  ' 

pool  of  investigators.  Due  to  union 
bumping  provisions,  this  would  likely  result 

in  disruption  elsewhere  in  the  organization 
(e.g.  investigators  are  the  same  level  as 
Client  Reps  and  could  therefore  "bump" 
into  those  positions.  In  some  cases  this 
would  not  be  a  good  match  of  skills  and 
job  requirements) 

•  without  a  consideration  of  the  likely  impacts  of  implementation.  Option  2  would 
be  preferred: 

-  creates  the  ability  to  better  match  skills  to  job  requirements 

-  logical  to  structurally  separate  two  very  different  types  of  roles  (i.e.  trust 
and  guardianship  investigations) 


-  management  of  each  type  of  investigation  would  be  better  aligned  with 
client  responsibility  (i.e.  Intake  clients  have  guardianship  investigations; 
Client  Services  clients  have  trust  investigations) 
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day  to  day  management  of  staff  not 
necessary 

provides  the  flexibility  to  contract  out  to 
specific  firms,  rather  than  use  OPS  employees 
who  are  subject  to  bumping 

contractual  control  over  which  firms  are 
assigned  investigations  would  give  PGT  the 
ability  to  deal  quickly  with  performance  issues 

contract  could  include  provision  whereby  the 
PGT  has  the  right  to  refuse  specific 
investigators  if  concerns  about  their 
performance  exist 


as  the  PGT’s  experiences  with  Royal  LePage 
illustrate,  a  contracted  out  relotionship 
continues  to  require  ongoing  interaction  with 
the  service  provider,  frequently  at  a  very 
detailed  level. 

there  is  some  concern  that  there  is  more  risk 
of  investigator  theft  if  this  function  is 
outsourced.  However,  the  same  risk  of  loss 
exists  today  with  internal  staff  and  there  is  no 
reason  to  expect  additional  risk  through 
outsourcing. 

surplussed  investigators  would  likely  bump 
experienced  Client  Reps,  creating  very 
significant  costs  and  staffing  problems  for  the 
Client  Services  unit 


Option  3: 


Contract  out  trust  investigations  and  manage  results  not  people 


Pros 


Cons 


Recommended  Action 


•  a  recommendation  has  already  been  made  against  contracting  out 
investigations 

•  given  the  performance  and  work  management  problems  already  identified,  self 
management  by  trust  investigators  is  not  recommended 

•  it  is  recommended  that  a  manager/supervisor  be  put  in  place  for  trust 
investigations 

Note:  In  late  1996,  trust  investigators  began  to  report  to  the  Manager  of  the  Intake  Unit,  as 
do  the  guardianship  investigators 

-  while  this  addressed  the  immediate  issue  of  supervision  of  the  trust 

investigators,  it  may  not  be  the  most  appropriate  organizational  structure 
for  the  long  term.  Potential  long  term  solutions  include: 
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Management  of  Trust  Investigations 

Description 


•  the  nature  of  the  work  done  by  investigators  involves  unsupervised  work  away 
from  the  PGT  office 

•  there  is  a  need  for  coordination  of  activities,  performance  reporting, 
management  of  human  resources  issues,  etc. 

Current  Situation 


•  there  is  no  direct  manager  of  the  Trust  Investigations  unit 

•  accountability  for  time  and  results  is  questionable 

•  investigators  do  not  have  an  experienced  source  for  advice  or  direction  on 
difficult  cases 

Options 


Option  1: 

Appoint  a  manager  or  designate  a  senior  investigator 

Pros 

Cons 

•  establishes  formal  supervision  of  trust 
investigators 

•  reduces  the  managerial  resources  that  are 
potentially  available  for  other  parts  of  the 
organization 

Option  2: 

Continue  practice  of  investigators  "self  managing" 

Pros 

Cons 

•  empowers  investigators  to  manage  their  own 
workload 

•  perpetuates  problems  experienced  with  how 
work  is  assigned 

•  provides  no  effective  mechanism  for  dealing 
with  performance  management  and  human 
resources  issues 

•  creates  inconsistency  between  trust  and 
guardianship  investigators.  The  inconsistency 
created  is  even  more  problematic  in  the 
current  environment  where  investigators 
rotate  between  trust  and  guardianship 
investigations. 

•  does  not  provide  a  point  of  reference  for  trust 
investigators  when  a  problem  or  question 
arises 
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Option  3:  Provide  service  internally 

Pros 

Cons 

•  maintains  internal  control  over  investigators 

•  PGT  able  to  retain  experienced  investigators 

•  facilitates  ongoing  contact  between 
investigators  and  other  PGT  staff  (e.g.  client 
reps)  without  incurring  incremental  hourly 
costs 

•  possible  for  experienced  investigators  to  be 
“bumped"  from  their  positions  through  union 
seniority  provisions 

•  ability  to  deal  with  performance  issues 
remains  constrained  by  OPS  collective 
agreements 

Option  4: 

EHminale  trust  investigations 

Pros 

Cons 

•  cost  savings  for  PGT 

•  to  properly  manage  the  client’s  finances,  it  is 
often  necessary  to  obtain  more  information 
than  the  client  is  either  willing  or  able  to 
provide.  The  nature  of  the  PGT’s  clientele 
makes  the  investigation  -  though  it  can  be 
quite  intrusive  -  a  necessity. 

Recommended  Action 


•  while  the  delivery  arrangement  for  investigations  may  change,  it  is  not  feasible 
to  completely  eliminate  this  function 

•  the  recommendation  is  to  continue  providing  this  sen/ice  internally 

-  the  complexity  introduced  by  outsourcing  does  not  justify  the  potential 
cost  savings 

-  cost  savings  dependent  on  volume  of  investigations,  location  of 
investigations,  amount  of  ongoing  contact  necessary,  ability  to 
find  contract  staff  for  the  assumed  hourly  rate,  etc. 

-  surplussed  investigators  would  likely  bump  experienced  Client 
Reps,  creating  very  significant  problems'and  costs  for  the  Client 
Sen/ices  area 

-  this  is  the  simplest  method  of  ensuring  ongoing  communication  between 
investigators  and  Client  Reps  or  other  parts  of  the  PGT 

Note:  The  lack  of  dual  custodianship  during  trust  investigations  has  been  identified 
in  the  past  as  being  a  source  of  concern  from  a  control  perspective.  While 
this  is  a  valid  concern,  it  is  difficult  to  completely  solve  from  a  cost 
perspective.  The  PGT  has  partially  addressed  the  problem  through 
arrangements  with  service  providers  -  primarily  Royal  LePage  -  whereby 
investigators  and  service  provider  staff  are  on  site  at  the  client’s  premises 
concurrently. 
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-  a  large  portion  of  the  increased  cost  was  due  to  the  travel  time  and 
expenses  required  to  conduct  investigations  in  the  areas  currently  served 
by  regional  office  staff 

•  the  inability  to  decouple  trust  and  guardianship  investigations  in  regional  offices 
(since  both  types  of  investigations  are  performed  by  the  same  person  in  the 
regions)  was  a  major  factor  in  the  decision  against  Option  1 . 


•  it  is  more  feasible  to  separate  trust  and 
guardianship  investigations  in  the  Toronto 
region  than  in  the  regional  offices 

•  there  would  presumably  be  less  travel  time 
associated  with  investigations  taking  place  in 
the  GTA 

•  it  would  presumably  be  easier  to  find 
companies  or  individuals  to  provide 
investigation  sen/ices  in  the  GTA 

•  enables  the  PGT  to  use  only  chosen 
individuals  to  do  investigations  and  to  deal 
quickly  with  performance  problems.  This  is 
extremely  difficult  to  accomplish  given  the 
OPS  collective  agreements. 

•  based  on  preliminary  cost  estimates,  there  is 
the  potential  for  cost  savings 

•  the  cost  estimates  assume  an  hourly  rate 
for  contract  employees  of  $30/hour. 
Compared  to  private  investigations  firms 
($50-60/hour)  and  trust  companies 

(-$1 00/hour)  this  seems  unrealistically  low 

•  the  cost  of  managing  the  outsourced 
relationship  has  not  been  factored  into 
the  cost/benefit  analysis.  The  assumption 
is  that  internal  investigators  require  at 
least  the  same  amount  of  managerial 
resources  as  would  external  investigators. 

•  the  cost  estimates  do  not  include  the 
impact  of  ongoing  communication 
between  investigators  and  PGT  staff, 
particularly  in  the  early  stages  of  a  client 
file 


creates  an  inconsistency  in  the  service 
provided  between  the  regional  offices  and 
Toronto 

during  the  initial  stages  of  a  client  account, 
there  tends  to  be  ongoing  contact  between 
Client  Reps  and  the  investigator.  In  an 
outsourced  relationship,  this  contact  would  all 
be  chargeable  by  the  hour,  increasing  the 
overall  cost  of  investigations 

outsourced  staff  would  continue  to  require 
the  supervision  of  a  PGT  manager 

surplussing  investigators  would  create 
significant  disruption  in  other  parts  of  the 
organization,  most  notably  Client  Services. 
Since  investigators  are  at  the  same  level, 
eliminating  positions  could  be  expected  to 
result  in  experienced  Client  Reps  being 
bumped  from  their  jobs. 


Option  2: 


Outsource  trust  investigations  in  Toronto  region'2 

The  proposal  would  be  to  outsource  to  individuals  rather  than  to  companies  to 
provide  the  PGT  with  some  level  of  control  over  the  specific  individuals  assigned 
to  investigations. 


Pros 


Cons 


12  See  Appendix  B 
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•  an  investigator  usually  goes  to  the  client’s  residence  and  attempts  to  discover 
as  much  information  as  possible  about  the  person,  their  finances,  whether  they 
have  a  will.  Next  of  Kin,  prior  capable  wishes,  etc. 

•  the  investigation  doesn't  necessarily  involve  a  visit  to  the  client’s  home,  and 
could  simply  consist  of  a  meeting  with  the  client  or  their  family 

•  investigators  time  is  billed  to  the  client's  account  at  a  rate  of  $100  for  each  hour 
of  investigation.  The  hourly  cost  of  travel  time,  which  can  be  extensive  (up  to  an 
additional  70%  of  investigation  time),  is  not  charged.  In  addition,  expenses 
incurred  (hotels,  meals,  mileage,  etc.)  during  the  course  of  the  investigation  are 
not  charged  to  the  client. 

Current  Situation 


•  investigators  in  Toronto  region  rotate  between  trust  and  guardianship 
investigations 

•  trust  investigations  was  identified  during  the  constraints  exercise  as  a  potential 
outsourcing  opportunity.  Similar  activities  are  performed  by  trust  companies  or 
private  trust  companies  and  there  was  a  belief  fhat  these  services  could  be 
purchased  on  an  outsourcing  basis. 

Options 


enables  the  PGT  to  use  only  chosen 
individuals  to  do  investigations  and  to  deal 
quickly  with  performance  problems.  This  is 
currently  extremely  difficult  to  accomplish 
given  the  OPS  collective  agreements. 

ensures  that  experienced  investigators  are 
not  "bumped"  from  their  positions  due  to 
union  seniority  provisions 

outsourcing  likely  to  result  in  increased  costs 
of  conducting  investigations  (see  Option  2) 


investigators  in  regional  offices  do  both  trust 
and  guardianship  investigations,  so 
implementing  this  option  would  likely 
necessitate  outsourcing  guardianship 
investigations  also 

during  the  initial  stages  of  a  client  account, 
there  tends  to  be  ongoing  contact  between 
Client  Reps  and  th^investigator.  In  an 
outsourced  relationship,  this  contact  would  all 
be  chargeable,  increasing  the  overall  cost  of 
investigations 

the  outsourced  staff  would  continue  to 
require  the  supervision  of  a  PGT  manager 

surplussing  investigators  would  create 
significant  disruption  in  other  parts  of  the 
organization,  most  notably  Client  Services. 
Since  investigators  are  at  the  same  level, 
eliminating  positions  could  be  expected  to 
result  in  experienced  Client  Reps  being 
bumped  from  their  jobs. 


Option  1: 


Outsource  all  trust  investigations 


Pros 


Cons 


•  a  cost  benefit  analysis  was  done  on  the  outsourcing  of  trust  investigations.  The 
analysis  showed  that  outsourcing  trust  investigations  would  likely  increase  the 
cost  of  this  service. 
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Decentralization  of  Files  in  Client  Services 


Description 


•  until  recently,  all  client  files  in  the  Toronto  office  were  stored  and  maintained  in  a 
central  location 

-  this  created  delays  for  Client  Reps  in  accessing  the  client  information 
necessary  to  make  accurate  decisions.  Requests  for  files  had  to  be 
relayed  to  the  filing  room.  Files  then  had  to  be  physically  picked  up  by 
the  Client  Rep  from  the  main  filing  room 

•  in  the  regional  offices,  files  are  located  in  the  Client  Rep’s  office 
Current  Situation 

•  all  central  office  property  files  are  in  the  process  of  being  decentralized  by 
relocating  them  into  cabinets  located  in  and  around  each  Client  Rep’s  work 
area 

•  Client  Reps  and  CRAs  are  now  responsible  for  filing  of  all  correspondence  and 
retrieving  their  own  files 

•  this  has  resulted  in  a  large  reduction  in  workload  in  the  file  room  area  and 
greatly  reduced  misfiling 

•  perhaps  more  importantly,  decentralization  of  files  has  made  it  possible  for 
Client  Reps  to  access  client  files  immediately  rather  than  sending  in  a  request 
and  waiting  to  receive  the  file  from  the  central  file  room 

-  this  has  brought  the  Toronto  office  more  in  line  with  the  regional  offices 
where  Client  Reps  have  always  had  their  files  located  in  or  near  to  their 
work  spaces 

-  there  is  an  impact  on  workload  for  Client  Reps  as  they  are  now 
responsible  for  their  own  files.  However,  there  is  a  corresponding  positive 
workload  factor  in  that  they  no  longer  have  to  order,  wait  for  and  follow 
up  on  client  files. 

•  complete  decentralization  of  files  will  make  it  possible  to  eliminate  1  filing  clerk. 

Note:  The  complement  of  staff  in  the  File  Room  at  the  beginning  of  1996  was  13. 

Through  continual  streamlining  of  procedures,  this  was  reduced  to  5  by  year 
end.  Further  improvements  will  make  it  possible  to  provide  File  Room 
sen/ices  with  only  3  permanent  staff  by  May  1997. 


Trust  Investigations 

Description 


•  the  PGT  conducts  trust  investigations  for  virtually  every  new  client  or  estate  file 
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•  the  inconsistency  in  CRA  ratio  is  a  source  of  controversy  between  the 
regional  offices  (where  less  support  staff  is  available)  and  Toronto 


Options 


•  elimination  of  8  CRA  positions  produces 
savings  of  $325,000  in  1997/98  (annualized 
savings  of  $354,000) 

•  standardizes  support  for  Client  Reps  between 
all  offices 

•  regional  offices  have  been  operating  at 
or  near  this  ratio  for  some  time 

•  the  biggest  impact  will  be  in  the  Toronto 
office  where  the  current  ratio  exceeds 
one  to  one 

•  while  this  will  increase  the  workload  of  both 
Client  Reps  and  Client  Rep  Assistants,  it  is  not 
expected  to  create  an  unmanageable 
situation 


reducing  support  for  Client  Reps  will  increase 
the  requirements  and  workload  of  those 
positions,  increasing  the  potential  for  errors 
and  omissions 

union  seniority  provisions  will  result  in  the  loss 
of  some  productive  -  but  relatively  junior  - 
staff 


Option  1: 


Decrease  the  ratio  of  Client  Rep  Assistants  to  Client  Reps  to  1:1.5 
Standardize  ratio  across  all  regional  offices  including  Toronto 


Pros 


Cons 


reduces  the  amount  of  front  line  staff 


Recommended  Action 


•  Option  1  is  recommended 

-  standardizes  the  level  of  support  for  Client  Reps  between  the  regions  and 
the  Toronto  office 

-  addresses  the  perceived  inequity  of  CRA:Client  JRep  ratio  across  regional 

offices  v 

-  while  this  is  a  reduction  in  front  line  staff,  it  does  not  directly  effect  the 
clients'  primary  contact  (i.e.  the  Client  Rep).  There  are,  of  course, 
indirect  effects,  (i.e.  less  support  staff  will  mean  increased  workload  for 
Client  Reps  and  subsequently  less  time  for  direct  client  contact,  often  the 
Client  Rep  Assistant  is  in  direct  contact  with  clients) 

-  the  ability  to  deal  with  increased  workload  will,  of  course,  vary  from 
Client  Rep  to  Client  Rep.  However,  the  feeling  among  Client  Services 
management  is  that  the  planned  reduction  in  support  staff  is  achievable 
and  will  not  lead  to  serious  reductions  in  client  service. 
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Options 


Option  1: 

Standardize  (and  increase)  caseloads  of  Client  Reps  to  225 

(average  caseloads  currently  range  from  approximately  180  to  250) 

Pros 

Cons 

•  saves  approximately  $256,000  (3  Client  Reps 
and  2  CRAs) 

•  standardizes  caseloads  across  the  province 

•  the  current  inconsistency  in  caseloads  is  a 
source  of  some  controversy  between  the 
regional  offices  and  Toronto 

•  reduces  the  dmount  of  front  line  staff 

•  eliminating  Client  Rep  positions  likely  to  mean 
elimination  of  Client  Rep  Assistant  positions, 
particularly  if  Option  3  is  implemented 

•  the  performance  of  some  Client  Reps  is 
already  a  source  of  concern  to  the 
management  of  Client  Reps.  Further 
increases  to  caseloads  will  add  to  the 
performance  issues 

•  combined  with  the  reduction  in  support  staff, 
this  significantly  raises  the  requirements  for 
Client  Reps 

•  union  seniority  provisions  will  result  in  the  loss 
of  some  of  the  more  productive  -  but 
relctively  junior  -  Client  Reps 

Recommended  Action 


•  Option  1  is  not  recommended 

-  the  PGT  already  has  a  substantial  amount  of  potential  liability  because  of 
past  errors  /  omissions  by  Client  Reps.  Increasing  caseloads  will  contribute 
to  this  potential  liability,  meaning  that  short  term  budget  savings  are  paid 
for  heavily  in  the  future  through  litigation,  settlements,  etc. 

-  as  mentioned  elsewhere  in  this  report,  trust  administration  is  the  cornerstone 
of  the  services  provided  by  the  PGT.  Continued  erosion  of  the  PGT’s  ability 
to  deliver  quality  sen/ices  in  this  area  is  not  recommended. 

r 

V 

Standardization  of  Support  Staff 

Description 

•  Client  Rep  Assistants  (CRAs)  provide  support  to  Client  Reps  in  the  management 
of  client  files.  The  support  provided  varies  depending  on  the  working 
relationship  established  between  the  team  of  workers. 

Current  Situation 


•  the  ratio  of  CRAs  to  Client  Reps  varies  from  office  to  office,  with  Toronto 
exceeding  a  1:1  ratio 
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Option  2: 

Responsibility  for  Client  Services  Divided  along  Administrative  and  Program  Lines 

Pros 

Cons 

•  provides  expert  knowledge  in  both 
administrative  and  program  areas  of  Client 
Services 

•  makes  management  of  this  very  complex 
area  feasible 

•  for  many  issues  it  will  continue  to  be 
necessary  for  staff  to  report  to  both  the 
Operational  and  Legal  manager 

Recommended  Action 


•  continuation  of  the  current  dual  management  arrangement  (Option  2)  is 
recommended  as  the  structure  for  Integrated  Client  Sen/ices 

-  given  the  high  level  of  complexity  and  the  intertwined  needs  for  both 
operational  and  legal  management  expertise,  continuation  of  the 
current  dual  management  structure  is  recommended 

•  it  will  be  necessary  for  the  two  managers  to  clearly  delineate  their  areas  of 
responsibility  to  address  the  current  confusion  over  reporting  and  management 


Client  Services  Caseload 


Description 


•  in  support  of  the  PGT’s  budget  constraint,  standardizing  (and  increasing)  the 
average  caseloads  of  Client  Reps  was  considered 

Current  Situation 


•  average  caseloads  vary  between  offices  with  Client  Reps  in  the  Toronto  office 
having  the  lowest  average  caseloads 

-  this  discrepancy  in  caseloads  is  a  source  of  irritation  between  the 
regional  offices  and  the  Toronto  office 
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within  the  Office  to  ensure  that  we  are  in  the  best  possible  position  to  effectively 
preserve  the  valuable  services  provided  by  this  Office."" 

•  responsibilities  for  management  of  Client  Services  are  shared  between  two 
senior  managers 

-  the  split  of  managerial  responsibilities  is  by: 

program/legal  issues  (e.g.  decision  making  on  client  files, 
implementation  of  client  services  policies  and  procedures,  etc.) 

-  administration  issues  (e.g.  operational  and  organizational  matters 
such  as  human  resources  issues,  workload  and  work  force 
management,  accommodations,  budget,  etc.) 

•  the  co-management  situation  has  resulted  in  some  confusion  regarding 
reporting  relationships  and  communication  (i.e.  which  of  the  two  managers 
needs  to  be  informed  about  which  situation) 

•  part  of  the  rationale  for  this  split  is  the  responsibilities  of  one  of  the  managers  as 
leader  of  the  reengineering  project.  The  conclusion  of  the  project  will  return  the 
project  leader  to  full  time  co-management  of  Client  Services 

•  the  necessity  of  two  full  time  Client  Services  managers  has  been  questioned 
Options 


Option  I: 

Single  Manager  Responsible  for  Integrated  Client  Services 

(would  require  very  effective  leadership  from  the  Client  Services  Solicitor  Team 
Leader) 

Pros 

Cons 

•  clarifies  management  responsibilities 

•  a  single  point  of  reference  for  decision 
making 

•  single  point  of  reference  for  both  Client 

Services  staff  and  management  of  other 
departments 

•  clarifies  reporting  structure 

•  the  diversity  of  areas  within  Client  Services 
make  it  extremely  difficult  for  a  single  person 
to  manage  the  unit  effectively 

•  manager  likely  to  be  knowledgeable  about 
legal  matters  or  trust  matters  or  human 
resources  matters'etc..  However,  it  is  difficult 
to  have  a  single  person  provide  leadership 
and  expert  knowledge  in  all  these  areas 

•  the  sheer  volume  of  issues  (both  client  and 
staff  oriented)  makes  it  extremely  difficult  for 
a  single  person  to  manage  effectively 

11  Memo  re:  "Reallocation  of  Resources  and  Creation  of  a  new  'Integrated  Client  Services'  Department",  S. 
Himel,  D.  Oakley,  J.  Chalke,  May  '96 
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Tax  Compliance 

Description 


•  PGT  is  responsible  for  ensuring  that  clients'  taxes  are  calculated  accurately  and 
paid  on  a  timely  basis 

Current  Situation 

•  this  function  is  currently  outsourced  (Jonathan  Leung) 

-  staff  of  Jonathan  Leung  are  located  on  PGT  premises  and  use  the  TAMS 
system  where  necessary 

•  TAMS  is  able  to  produce  the  simplest  tax  returns  for  a  subset  of  clients 

•  the  outsourced  relationship  has  worked  reasonably  well  to  date 

Options 


Option  1: 

Maintain  relationship  with  externa!  provider  of  service 

Pros 

Cons 

•  Jonathan  Leung's  staff  have  become  familiar 
with  TAMS  and  the  nature  of  the  PGT's  clients 

•  PGT  staff  have  developed  a  good  working 
relotionship  with  Jonathan  Leung's  staff 

•  it  may  actually  be  more  cost  effective  for  the 

PGT  to  provide  this  service  internally 

•  during  peak  season,  Leung  brings  in 
accounting  students  to  supplement  full 
time  staff.  Leung  is  earning  a  margin  on 
these  students  that  the  PGT  could  save  if 
the  function  were  brought  internally 

•  the  difficulty  is  that  the  PGT  does  not  have 
-  nor  is  it  likely  to  be  able  to  recruit  -  staff 
with  sufficient  expertise  in  accounting  or 
more  specifically  tax 
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Option  2: 

Pro  vide  tax  service  internally 

Pros 

Cons 

•  there  is  a  potential  that  Tax  Compliance 
could  be  done  for  less  money  while 
generating  substantial  revenue  for  the  PGT 

•  in  the  current  OPS  employment 
environment,  this  is  not  an  attractive 
proposal  as  it  is  not  possible  to  recruit  staff 
with  the  appropriate  backgrounds  in  tax 
and  accounting 

•  PGT  could  also  begin  to  offer  enhanced  tdx 
planning.  RRSP  planning  for  clients  both  to 
improve  the  management  of  the  client’s 
assets  and  to  increase  the  revenue  potential 
of  the  PGT 


Finance  does  not  have  staff  with  sufficient 
experience  and  background  in  tax  to  take 
over  from  the  outsourced  vendor 

in  the  current  employment  environment  (i.e. 
within  the  OPS)  it  is  not  possible  for  Finance  to 
include  an  accounting  designation  as  a  job 
requirement.  This  makes  it  very  difficult  to 
recruit  appropriate  people  to  provide  tax 
compliance  services  to  clients. 


Recommended  Action 


•  at  this  point  in  the  PGT's  history.  Option  2  is  not  realistic 

-  it  is  not  possible  to  recruit  the  staff  necessary  to  provide  this  specialized 
service  within  the  OPS  framework 

-  an  existing  contract  relationship  -  that  is  working  reasonably  well  -  can  be 
maintained,  avoiding  extra  complexity  in  the  overall  restructuring  of  Finance 

-  based  upon  the  direction  recommended  by  the  Business  Planning  initiative, 
the  PGT  may  soon  be  free  of  the  restrictions  imposed  by  government  human 
resources  policies.  Once  this  is  the  case,  reevaluating  the  benefits  of 
providing  tax  compliance  services  internally  is  recommended. 
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Structural  Changes:  Other 


Treatment  Decisions 


Description'8 

•  the  PGT  is  required  to  act  as  decision  maker  of  last  resort  for  people  found  to  be 
mentally  incapable  of  decision  making  concerning  treatment  and  admission  to 
long  term  care  facilities  under  the  Health  Care  Consent  Act  [ formerly  the 
Consent  to  Treatment  Act).  The  PGT  is  also  required  to  make  such  decisions 
where  relatives  of  the  mentally  incapable  person  exist  but  are  of  "equal  rank” 
and  disagree  about  the  decision.  Finally,  if  the  PGT  is  a  person’s  guardian  for 
personal  care,  appointed  under  the  Substitute  Decisions  Act.  the  PGT  may  have 
the  legal  authority  to  make  these  types  of  decisions  as  well. 

•  staff  of  the  Treatment  Decisions  Unit  are  responsible  for  carrying  out  decision 
making  authority  for  the  PGT 

•  in  fulfilling  this  statutory  responsibility,  the  PGT  makes  between  3,500  and  4,000 
treatment/admission  decisions  annually.  Most  of  these  decisions  are  extremely 
complex  and  many  involve  potentially  life  threatening  circumstances. 

Current  Situation 


•  this  is  a  relatively  new  component  of  the  PGT's  mandate,  having  been 
introduced  as  a  permanent  program  with  the  implementation  of  the  Consent  to 
Treatment  Act  (April  ’95) 

•  in  general.  Treatment  Decisions  Consultants  do  not  have  medical  backgrounds. 
The  intention  of  the  program  is  to  provide  incapable  persons  with  a 
"layperson’s"  review  of  the  proposed  treatment 

-  there  are  a  number  of  resources  available  to  the  Treatment  Decisions 
Consultants  in  researching  the  proposed  treatment  (e.g. 
pharmaceutical  guides,  explanations  of  procedures,  etc.)  in  addition  to 
the  primary  source  of  information  (i.e.  the  referring  physician) 

•  a  TAMS  module  was  specifically  designed  for  Treatment  Decisions.  As  a  result, 
TAMS  serves  the  needs  of  this  unit  reasonably  well 

-  Treatment  Decisions  Consultants  document  decisions  carefully  on  the 
TAMS  screens  and  notepad  as  this  is  often  their  only  source  of  information 
for  decision  making  (e.g.  when  decisions  are  required  to  be  made  after 
hours  by  an  off  site  employee,  access  to  paper  files  is  not  possible.  In 
these  cases,  complete  and  accurate  information  on  TAMS  is  crucial.) 


-  the  majority  of  problems  faced  by  the  Treatment  Unit  are  due  to 

information  that  may  be  pertinent  to  the  Treatment  Decision  not  being 


10  Taken  from  Constraint  Option  Note  prepared  by  S.  Chetner.  Dec  '96 

04/25/97 

KOCAWA 

Page  63 

Public  Guardian  &  Trustee: 

Report  on  Reengineering 


readily  available  in  the  TAMS  record,  (e.g.  Client  Reps  record 
information  on  the  property  notepad,  the  consistency  and  amount  of 
information  recorded  vary  widely  from  Client  Rep  to  Client  Rep.  etc.) 

•  the  decision  making  processes  followed  by  the  Treatment  Decisions  Consultants 
are  relatively  unstructured,  involving  primarily  gathering  and  assimilating 
information 

-  Treatment  Decisions  Consultants  make  the  majority  of  decisions 
independently  (approximately  80%) 

-  Treatment  Decisions  Consultants  visit  clients  in  certain  situations  (e.g.  end 
of  life,  admission  to  long  term  care  facilities,  etc.) 

•  in  the  vast  majority  of  cases  (-99%),  the  Treatment  Decisions  Consultant  will 
eventually  consent  to  a  treatment,  the  parameters  of  which  are  most  often 
negotiated  with  the  referring  physician 

-  this  does  not  imply  that  the  Treatment  Decisions  Consultant  is  simply 
"rubber  stamping"  the  decision  of  the  physician 

-  Treatment  Decisions  Consultants  regularly  reach  a  compromise  with  the 
Physician  regarding  the  specifics  of  the  treatment  (i.e.  the  treatment 
proceeds,  but  there  has  been  some  modification  made  for  the  benefit  of 
the  incapable  person) 

-  the  fact  that  the  Physicians  know  that  they  need  to  obtain  the  PGT’s 
consent  may  cause  them  to  take  the  extra  step  to  completely  justify  the 
specifics  of  the  treatment  they  are  proposing 

•  Treatment  Decisions  was  identified  as  an  opportunity  for  downsizing  during  the 
PGT's  budget  constraints  exercise 
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Options 


Option  1: 

Provide  telephone  only  service 

Pros 

Cons 

•  could  provide  the  service  exclusively  from  the 
Toronto  Treatment  Unit 

•  would  be  possible  to  eliminate  some 
Treatment  Decisions  Consultant  positions 
in  regional  offices  and  reallocate 
resources  to  the  Toronto  unit  to  handle 
additional  workload 

•  centrally  located  staff  provides  increased 
flexibility  to  work  extended  hours  while 
providing  consistent  service  to  all  regions 
(i.e.  easier  to  provide  extended  hours  of 
service  with  a  bigger  pool  of  Treatment 
Decisions  Consultants) 

•  eliminates  travel  time  and  enables  Treatment 
Decisions  Consultants  to  spend  time 
exclusively  on  decision  making 


visiting  the  client  provides  the  Treatment 
Decisions  Consultant  with  valuable  input  to 
the  decision  making  process  (e.g.  condition 
of  the  client,  conditions  of  the  facility  (if 
admission  decision),  etc.) 

visiting  the  client  can  increase  the  Treatment 
Decisions  Consultant's  awareness  that  their 
decision  will  impact  a  "real"  person  rather 
than  just  a  name  on  a  page 

the  Treatment  Unit  has  spent  a  considerable 
amount  of  time  establishing  a  human 
element  for  the  PGT  in  provision  of  this  sen/ice. 
This  would  be  eliminated  through  the  creation 
of  a  telephone  only  service. 


Option  2: 

Reduce  hours  of  service 

Pros 

Cons 

•  would  make  it  possible  to  reduce  the  number 
of  staff  in  the  unit 

•  obviously  it  is  difficult  to  "schedule"  treatment 
decisions.  Reducing  hours  of  service  will 
make  it  more  difficult  for  physicians  to  access 
Treatment  Decisions  Consultants  which  may 
result  in  treatments  not  being  provided  to 
incapable  persons  or  increased  non- 
compliance  with  legislation  requiring  contact 
with  the  PGT  as  the  substitute  decision  maker 

•  hours  have  already  been  reduced  from  the 
original  24  hour  service  to  10  hour  service  (in 
addition  to  on  call  staff).  Further  reductions  in 
operating  hours  will  likely  not  be  received  well 
by  either  the  public  or  the  medical  profession 
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increased  expertise  would  likely  reduce  the 
amount  of  time  required  to  research  and 
understand  a  proposed  treatment 

increased  expertise  would  enable  the 
Treatment  Decisions  Consultant  to  ask  more 
probing,  challenging  questions  to  the 
physicians  or  to  propose  alternative 
treatments 


creates  a  whole  new  environment  of  liability 
for  the  PGT 

•  the  PGT  is  currently  providing  a  review  of 
proposed  treatments  similar  to  what  any 
member  of  the  public  would  receive  from 
a  family  member  or  friend 

•  increasing  the  medical  training  of 
Treatment  Decisions  Consultants  could 
create  a  situation  where  the  PGT  was 
legally  responsible  for  the  treatment,  not 
just  the  review  of  the  treatment 

increasing  the  required  quqlificqtions  of  staff 
would  result  in  increased  staff  costs 


Option  3: 


Increase  the  technical  expertise  of  staff  in  the  Treatment  Unit 


Pros 


Cons 


Option  4: 

Eliminate  Treatment  Decisions 

Pros 

Cons 

•  although  it  is  clearly  a  service  provided  to 
incapable  persons,  making  treatment 
decisions  is  not  within  the  scope  of  the  PGT’s 
core  trust  business 

•  due  to  changes  implemented  with  the 
Substitute  Decisions  Act,  Treatment 
Decisions  is  a  statutory  responsibility  of  the 
PGT 

•  it  is  questionable  whether  the  PGT  is  the  most 
appropriate  party  to  provide  this  service, 
particularly  in  light  of  the  fact  that  the 
legislation  requiring  physicians  to  obtain 
consent  is  the  Ministry  of  Health' 

•  would  result  in  annual  gross  savings  of 
approximately  $1  million  and  18  FTEs 

•  the  costs  of  implementing  this  option, 
particularly  in  terms  of  the  required 
changes  to  legislation  would  be 
substantial 

•  would  require  substantive  amendment  to  a 
recent  legislative  initiative  by  the  government 
which  had  broad  community  and  health 
service  provider  support.  Such  an 
amendment  would  be  politically  difficult  to 
implement  and  would  damage  the  credibility 
of  the  PGT  and  the  Ministry  of  the  Attorney 
General. 

•  mentally  incapable  people  with  no 
supporting  relatives  would  have  no 
independent  party  to  give  informed  consent 
for  treatments  or  admission  decisions 

•  would  subsequently  increase  the  liability 
of  doctors  and  hospitals 

•  could  result  in  non-treatment  of  such 
incapable  persons  resulting  in  increased 
illness  and  deaths  within  this  population 

•  would  likely  result  in  blockages  in  the 
health  care  system,  creating  additional 
costs  of  acute  care 

•  would  likely  result  in  institutionalization  of 
persons  who  would  otherwise  be  able  to 
receive  treatment  in  the  community 

•  would  create  widespread  perception  that 
the  government  was  abandoning 
vulnerable,  incapable  persons 
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Recommended  Action 


•  in  terms  of  the  process  followed  in  the  Treatment  Decisions  unit,  a  ‘‘redesign’’  is 
not  recommended 

-  the  service  provided  is  decision  making  which  requires  a  substantial 
amount  of  research  and  assimilation  of  information,  generally  by  one 
individual  (with  the  exception  of  more  complicated  decisions  such  as 
end  of  life  where  more  senior  members  of  the  PGT  are  involved) 

-  the  'process’  of  making  these  decision  is  highly  unstructured 

-  eliminating  steps  in  the  process  or  reducing  the  amount  of  involvement 
by  the  Treatment  Decisions  Consultant  can  potentially  have  life  and 
death  consequences  for  clients  of  the  unit 

•  eliminating  client  visits  is  not  recommended  because  of  the  importance  of 
human  contact  in  providing  this  sen/ice  to  clients  and  promoting  use  of  the 
service  by  the  medical  community 

•  the  liability  implications  of  increasing  the  overall  level  of  staff  expertise  makes 
Option  3  impractical 

-  the  goal  of  the  Treatment  Decisions  Unit  is  not  to  provide  an  expert 
medical  opinion  on  a  proposed  treatment.  Instead,  the  goal  is  to  have  a 
concerned  party  review  the  proposed  treatment  from  a  layperson’s 
perspective.  Implementation  of  Option  3  would  result  in  a  substantive 
shift  in  that  objective. 

•  the  difficulties  -  both  political  and  legal  -  make  it  difficult  to  recommend  the 
elimination  of  Treatment  Decisions 

-  however,  if  budget  constraints  made  it  necessary  to  choose  between 
elimination  of  Treatment  Decisions  and  further  erosion  of  the  PGT’s  core 
business  (i.e.  personal  trusts  for  incapable  persons),  the  recommendation 
would  be  the  former 


Crown  Estates 


Description 

•  the  PGf  administers  the  estates  of  individuals  for  whom  no  other  party  is  willing  or 
able  to  do  so 

•  estates  are  managed  for  clients  of  the  PGT  or  others  in  the  community,  provided 
certain  criteria  are  met  (no  other  party  available,  dollar  limits,  etc.) 

•  the  work  done  by  Estates  Officers  is  similar  to  the  work  of  Client  Reps  in  Client 
Services 


-  arranging  for  the  redirection  of  bills/income 

-  paying  bills  where  necessary 
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-  locating/contacting  next  of  kin  regarding  heirship  matters 

•  one  of  the  major  differences  between  Client  Reps  and  Estates  Officers  is  the 
ongoing  contact  between  Client  Reps  and  their  incapable  clients  (and  families) 

-  however,  communication  with  families  forms  a  large  part  of  the  job 
requirements  of  Estates  Officers  as  well 

-  the  discrepancy  that  exists  between  the  job  classifications  of  Estates 
Officers  and  Client  Reps  remains  a  source  of  discontentment  in  the 
Crown  Estates  unit 

Current  Situation 


•  the  recommendations  proposed  for  Client  Services  will  impact  the  work  done  by 
Estates  Officers  as  well 

-  coordinating  sales  of  real  estate  and  personal  property  may  have  a 
disproportionate  effect  on  Estates  Officers  as  estates  generally  all  have 
some  property  that  needs  to  be  sold 

•  obstacles  to  process  change  presented  by  the  PGT’s  current  information 
technology  are  shared  in  the  Crown  Estates  unit 

•  there  is  a  chronic  lack  of  resources  to  fully  complete  the  work  that  is  potentially 
available  in  the  Crown  Estates  unit19 

-  Estates  work  is  not  being  done  in  a  timely  manner,  resulting  in  loss  of 
revenue  as  outlined  by  the  internal  auditor’s  report  and  significant 
potential  liability  to  the  PGT 

-  Estates  Officers  have  a  large  workload  and  are  not  compensated  for  the 
overtime  they  regularly  work 

-  changes  in  work  processes  elsewhere  in  the  PGT  will  add  to  the  Estates 
Officers  workload 


19  See  “Reengineering  Estates  &  Corporations”  document  prepared  by  M.  Charlebois.  Jan  '97 


04/25/97 

Page  68 

KOCAWA 


Public  Guardian  &  Trustee: 

Report  on  Reengineering 


Potions 


Option  1: 

Increase  staffing  in  the  Crown  Estates  Unit 

Manager  of  Crown  Estates  proposed  hiring  one  additional  estates  officer  and  two 
estates  assistants  (positions  simitar  to  Client  Rep  Assistants ) 

Pros 

Cons 

•  estimated  to  produce  a  30%  increase  in 
revenues  (-$600K) 

•  improved  ability  to  deal  with  workload 
volumes 

•  in  addition  to  improved  workflow,  this  also 
reduces  the  PGT's  potential  liability 

•  reduced  complaints 

•  improved  flexibility  to  handle  emergent 
situations 

•  improved  flexibility  to  handle  additional 
estates  work,  particularly  that  which  is  outside 
of  the  PGT’s  normal  scope  of  business  (e.g. 
non-last  resort  estates  that  are  below  the 
typical  threshold  of  private  trust  companies) 

•  given  the  PGT's  current  budgetary 
environment,  the  hiring  of  additional  staff  is 
unlikely 

•  would  require  reallocation  of  resources 
from  elsewhere  in  the  organization 

•  as  an  entity  within  government,  a  direct 
business  oriented  relationship  between  the 

PGT's  costs  and  revenues  does  not  exist 

•  there  is  little  incentive  to  increase  costs  to 
earn  additional  revenue  since  the  PGT 
receives  no  direct  benefit 

Option  2: 

Provide  additional  support  to  Estates  Officers  by  converting  existing  legal 
secretary  position  to  Estates  Officer  Assistant 

Pros 

Cons 

•  addresses  the  workload  issues  of  the  Estates 
Officers  (i.e.  already  high  workload  and  the 
disproportionate  impact  of  other  initiatives 
such  as  decentralization  of  real  estate  sales) 

•  .provides  support  resources  to  Estates  Officers 
similar  to  what  Client  Reps  currently  have 

•  this  internal  restructuring  of  the  Crown  Estates 
unit  does  not  increase  the  budget 
requirements  of  the  unit 

•  represents  a  shift  of  resources  in  the  unit 
toward  front  line  service  provision 

•  does  not  reduce  the  overall  budget  of  the 
Crown  Estates  area 
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Option  3: 

Increase  the  threshold  for  taking  on  the  administration  of  estates  and  severely  limit 
the  acquisition  of  estates  for  which  the  PGT is  not  strictly  the  last  resort. 

(i.e.  reduce  the  number  of  estates  taken  under  PGT  administration  by  increasing 
threshold  from  $5,000  to  $ 8.000  or  $10,000) 

Pros 

Cons 

•  reduces  staff  workload  without  increasing 
staffing  costs  for  the  unit 

•  enables  Crown  Estates  area  some  flexibility  in 
assignment  of  resources 

•  ensures  that  the  higher  value  estates  receive 
sufficient  attention  from  Crown  Estates  staff 

•  reducing  the  volume  of  estates  files  will 
reduce  the  revenue  potential  of  the  Crown 
Estates  area 

•  may  have  some  impact  on  the  PGT’s 
revenues,  although  the  impact  is  likely  to  be 
relatively  low 

•  could  lead  to  criticism  in  media  and 
complaints  to  Minister  if  PGT  does  not  agree 
to  take  on  some  types  of  cases 

Option  4: 

Outsource  management  of  estates 

Pros 

Cons 

•  elimination  of  1 1  FTEs  in  the  Crown  Estates  unit 

•  provides  flexibility  to  address  all  estates, 
including  the  ones  that  Crown  Estates 
currently  does  not  have  the  resources  to 
caminister 

•  the  majority  of  estates  administered  by  the 
Crown  Estates  unit  are  below  the  threshold  of 
business  typically  undertaken  by  private  trust 
companies 

•  PGT  earns  significant  revenue  from  the  Crown 
Estates  area 

•  dismantles  a  unit  that  has  the  potential  to 
earn  additional  revenue  by  incorporating 
estates  that  are  currently  outside  of  the 
scope  of  the  PGT's  business  (i.e.  non  last  resort 
estates  that  are  below  the  threshold  of 
business  typical  for  private  trust  companies) 

Recommended  Action 


•  internal  restructuring  of  the  Crown  Estates  unit  is  recommended  to  provide 
support  to  the  Estates  Officers 

-  does  not  require  additional  resources 

-  shifts  resources  to  front  line 

-  increases  flexibility  of  Estates  Officers  to  handle  a  growing  caseload  by 
shifting  administrative  duties  to  support  staff 

•  Option  3  is  recommended  as  a  means  of  dealing  with  the  workload  issues  in  the 
Crown  Estates  unit 

-  reduces  the  number  of  new  estates  taken  on  by  the  unit 


-  from  a  pure  business  standpoint,  this  option  seems  illogical  (i.e.  for  a 
given  increase  in  salary  cost,  significant  additional  revenue  could  be 
generated) 
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-  reducing  the  number  of  estates  taken  on  by  the  Crown  Estates  unit  will 
help  workload  but  will  probably  not  address  staff  satisfaction  and  the 
perceived  inequities  between  Estates  and  Client  Services 

•  if  there  were  a  logical  tie  between  cost  and  revenue,  Option  1  would  be 
recommended.  However  this  will  not  occur  until  the  PGT  is  in  a  position  to 
benefit  directly  from  increases  in  the  revenue  it  earns,  (i.e.  if  the 
recommendations  of  the  Business  Planning  project  are  implemented  and  the 
PGT  exists  as  an  entity  outside  of  government) 

•  Option  4  is  strongly  recommended  against 

-  impairs  PGT’s  current  earning  potential 

-  adds  significant  complexity  to  this  area 

-  eliminates  the  expertise  necessary  to  take  on  additional,  non  last  resort 
estates 

Dissolved  Corporations 


Description 


•  provides  a  means  for  parties  with  legitimate  claims  against  dissolved 
corporations  to  gain  at  least  partial  compensation  through  the  sale  of  property 

•  provides  a  means  for  disposition  of  property  that  has  escheated  to  the  Crown 
Current  Situation 


•  the  fees  charged  by  the  PGT  for  this  function  have  recently  been  increased  and 
now  roughly  reflect  cost  recovery 

•  the  PGT’s  involvement  in  the  affairs  of  dissolved  corporations  is  passive 

-  a  matter  involving  a  dissolved  corporation  is  brought  to  the  PGT's 
attention  through  an  inquiry  from  a  third  party 

-  the  PGT  does  not  actively  seek  out  the  assets  of  dissolved  corporations 
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Options 


Option  1: 

Eliminate  the  PGT's  involvement  in  dissolved  corporations 

Pros 

Cons 

•  reduction  in  PGT’s  budget 

•  the  fit  between  administering  the  assets  of 
dissolved  corporations  and  the  PGT's  core 
trust  administration  business  is  unclear 

•  elimination  of  dissolved  corporations 
would  not  have  an  impact  on  the 
population  of  incapable  persons  who  are 
the  PGT’s  core  clients 

•  increases  the  difficulty  with  which  members  of 
the  public  are  able  to  access  the  assets  of 
dissolved  corporations 

•  the  fees  charged  for  performing  this  function 
recover  a  significant  amount  of  the  overall 
cost  of  the  unit 

•  there  is  a  potential  that  this  area  could 
generate  significant  additional  revenue  for 
the  PGT  (if  there  were  extra  staff  to  actively 
investigate  the  assets  of  dissolved 
corporations).  Eliminating  the  function 
removes  the  opportunity  to  pursue  this 
revenue. 

Option  2: 

Increase  staffing  in  the  Dissolved  Corporations  unit  to  enable  the  PGT  to  become 
more  proactive  in  seeking  out  the  assets  of  dissolved  corporations 

Pros 

Cons 

•  increases  the  revenue  potential  of  this 
business  unit 

•  the  current  budgetary  environment  of  the 

PGT  makes  hiring  additional  staff  unlikely 

•  as  an  entity  within  government,  a  direct  ! 

business  oriented  relationship  between  the 
PGT’s  costs  and  revenues  does  not  exist 

•  there  is  little  incentive  to  increase  costs  to 
earn  additional  revenue  since  the  PGT 
receives  no  direct  benefit 

Recommended  Action 

•  as  described  in  the  Crown  Estates  section,  there  is  little  incentive  for  the  PGT  to 
increase  its  costs  in  order  to  earn  additional  revenue.  Therefore,  Option  2  is  not 
recommended,  at  least  in  the  short  term. 

-  increasing  staffing  in  the  Dissolved  Corporations  area  would  be 
recommended  if  there  were  direct  benefits  realized  by  the  PGT  for 
increasing  revenues.  Since  this  is  not  currently  the  case,  however, 
increased  staffing  is  not  recommended. 

•  the  potential  to  increase  the  revenue  earned  in  this  area  suggests  that 
elimination  of  the  function  is  not  justified 


-  while  doing  so  would  save  staff  costs  in  the  short  term,  elimination  of 
Dissolved  Corporations  would  have  significant  long  term  effects  on  the 
PGT’s  earning  potential  as  an  entity  outside  of  government 
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•  the  recommendation  is  to  maintain  current  staffing  levels  in  fhe  Dissolved 
Corporations  unit 

-  the  mapping  of  the  current  processes  (September  '96)  indicated  that 
the  lawyer  in  this  area  is  doing  a  considerable  amount  of  non-legal  work 
(e.g.  work  that  could  be  performed  by  a  law  clerk).  This  is  clearly  not  an 
appropriate  use  of  a  senior  lawyer’s  time 

Note:  The  Manager  of  Estates  and  Dissolved  Corporations  is  attempting  to  remedy 
this  situation  by  assigning  estates  work  to  the  Dissolved  Corporations  lawyer 
and  ensuring  that  non-legal  work  is  delegated  wherever  possible  to  support 
staff  (law  clerks,  administrative  support,  etc.) 
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Information  Technology 

The  major  barrier  to  reengineering  at  the  PGT  is  information  technology  and  specifically 
the  TAMS  computer  system.  This  hierarchical  database  system  is  uniformly  criticized  by 
staff  as  being  unfriendly  to  the  user  and  difficult  to  work  with  for  the  purpose  of  creating 
reports. 


•  staff  must  access  multiple  screens  to  enter  information,  often  duplicating  the 
data  they  are  entering  because  of  the  structure  of  the  database 

•  screens  are  referred  to  by  codes  rather  than  by  English  terms  or  simple 
abbreviations 

•  free  form  text  is  input  to  a  "notepad''  which  can  neither  be  searched 
electronically  nor  sorted.  This  results  in  a  “dump"  of  information  that  is  not  readily 
usable  in  the  management  of  the  client's  affairs 

•  information  is  not  linked  to  create  an  integrated  picture  of  the  client  and  the 
services  provided  by  the  PGT 

•  user  interface  is  not  user  friendly 

•  creation  of  the  final  accounting  of  PGT  involvement  in  a  client  file  is  a  highly 
manual  process  involving  editing  of  electronic  information  on  a  transaction  by 
transaction  basis.  This  is  necessitated  both  by  the  poor  quality  of  data 
contained  in  TAMS  and  the  system's  inability  to  accurately  calculate  PGT 
compensation. 

•  though  the  system  itself  can  not  be  criticized  for  the  quality  of  the  data 
entered  by  staff,  the  complexity  of  using  the  system  is  certainly  a 
contributing  factor  to  the  poor  data  quality  and  consistency 
experienced 

•  the  limitations  of  the  TAMS  system  have  given  rise  to  a  large  number  of 
supplementary  or  “  bootleg"  systems20.  These  systems  make  use  of  subsets  of  the 
TAMS  or  FMS  database,  downloaded  for  manipulation  by  the  user  with  the  aid  of 
a  third  party  software  tool  such  as  Microsoft  Access. 

Recognizing  the  limitations  of  TAMS  and  the  constraints  imposed  on  this  reengineering 

project  in  the  absence  of  a  redesigned  computer  system,  the  following  is  a  discussion  of 

potential  information  technology  solutions  for  the  PGT.  For  a  more  detailed  discussion  of 

any  of  the  following  topics,  the  reader  is  referred  to  the  PGT's  Business  Requirements 

Document.24 


20  For  a  complete  discussion  of  information  technology  at  the  PGT.  see  “Summary  of  Current  Information 
Technology  Implementation  within  the  OPGT".  Oct  ‘96 
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Trust  Accounting  System 


Description 

To  support  a  need  for  a  full  trust  accounting  system  which  is  not  provided  by  PGT's 
current  application  (Trust  Account  Management  System  -  TAMS)  is  critical, 

•  A  full  trust  accounting  system  would  require  the  entry  of  any  transactions  affecting 
an  asset/liability  of  the  client.  Any  sales,  maturities,  purchases,  adjustments,  etc. 
would  be  reflected  as  transactions  for  the  particular  asset  or  liability.  This  then 
allows  for  full  reporting  on  original  assets/liabilities  received  for  the  client  and  their 
ultimate  disposition  without  resorting  to  paper  files  to  recreate  events. 

•  At  the  same  time,  the  system  must  also  track  current  market  values  of  assets  and 
liabilities  as  a  separate  field. 

•  For  securities  the  system  must  track  transactions  on  a  unit  basis,  for  example,  if 
there  is  a  stock  split,  the  system  must  reflect  the  transaction  that  increased  the 
number  of  shares  held,  so  that  we  are  able  to  report  on  a  full  unit  accounting  as 
well  as  dollar  accounting. 

•  Any  trust  accounting  system  must  have  full  trust  reporting  capability  on  the  entire 
history  of  the  account  to  the  extent  that  the  OPGT  has  been  on  the  new  system. 
Although  there  would  be  little  initial  impact  on  the  amount  of  research  in  paper 
files  that  is  currently  required,  over  time  more  files  would  allow  easy  production  of 
statements  with  more  quality  time  spent  on  analysis. 

•  There  must  also  be  a  good  reporting  tool  that  allows  managers  and  users  to 
develop  and  access  on-line  or  printed  reports  on  information  that  they  require  to 
monitor  workload,  volumes,  financial  and  investment  information,  etc. 

The  above  are  fundamental  requirements  that  are  not  met  with  the  existing  system.  In 
addition,  the  organization  has  had  to  create  other  subsystems  such  as  real  estate 
information  that  should  be  encompassed  into  a  new  trust  accounting  system.  The 
hierarchical  database  structure  limits  flexibility  in  assigning  workload  or  tracking  the 
status  of  events  on  individual  cases.  Substantial  data  is  currently  captured  in  a  textual 
format  (notepad)  rather  than  structured  fields  that  would  allow  the  organization  to 
report  on  very  key  information.  Substantial  amounts  of  data  are  downloaded  and 
stored  on  the  LAN  server  because  of  the  lack  of  an  ad  hoc  reporting  facility. 

New  business  has  added  the  requirement  to  handle  multiple  currencies,  albeit  on  a 
small  number  of  files  currently,  however,  this  would  be  a  costly  fix  to  the  current  system. 
In  addition,  ongoing  enhancements  have  added  to  the  duration  of  the  overnight 
batch  runs,  with  the  potential  for  impacting  on  response  time  for  daytime  online 
processing. 

Finally,  training  for  staff  is  a  difficult  issue  in  that  the  current  application  is  not  "user- 
friendly''  with  the  "Windows"  look  and  feel  of  other  applications  that  they  use  and  with 
the  number  of  screens  that  they  must  drill  down  to  access  or  input  information. 
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Case  Management  System 

An  important  business  requirement  for  information  technology  at  the  PGT  is  the 
implementation  of  a  case  management  tool.  Such  a  tool  would  automate  many 
manual  functions  and  help  to  make  Client  Reps  (and  other  staff)  more  efficient  and 
effective  at  their  jobs.  The  proposed  case  management  tool  could  be  a  single  piece  of 
software  or  perhaps  an  integration  of  several  packages  providing  the  necessary 
functionality.  The  proposed  tool  would  include  components  such  as: 


Integration  of  Client  Information 


•  the  case  management  tool  should  make  it  possible  to  “roll  up"  all  information 
about  a  particular  client  and  produce  a  comprehensive  report  of  the  services 
provided  by  the  PGT  to  that  person. 

-  provides  staff  with  a  complete  view  of  the  client 

-  ensures  that  information  needed  for  decision  making  is  available  across 
organizational  units 

-  could  be  used  to  create  a  complete  report  of  all  services  received  by 
the  client  during  the  time  the  PGT  had  jurisdiction.  This  would  be  a  more 
holistic  summary  than  the  strictly  financial  report  currently  given  to 
clients/heirs/executors. 

Checklists 


•  based  on  the  activity  to  be  undertaken  by  the  user,  the  system  would  provide  a 
checklist  of  tasks  that  need  to  be  completed 

-  for  example,  if  the  Client  Rep  were  selling  a  client’s  property,  the  case 
management  tool  could  provide  a  step  by  step  roadmap  of  the  process 
to  be  followed 

-  after  completing  a  task,  the  Client  Rep  would  mark  it  as  complete  on  the 
system.  This  would  provide  management  with  a  tool  for  determining 
what  stage  the  sale  was  at,  whether  all  required  activities  had  been 
completed,  etc. 

Note:  There  is  currently  no  easy  way  for  managers  to  identify  work  that  may  be  outstanding 
on  a  client  file.  This  potentially  exposes  the  PGT  to  considerable  risk.  For  example,  if  a 
client  property  is  not  insured,  there  is  potential  loss  for  the  client  and  liability  for  the  PGT 

The  checklist  feature  of  the  case  management  tool  would  make  it  possible  for 
management  to  quickly  identify  all  properties  that  have  not  been  specifically  identified 
by  Client  Reps  as  having  insurance. 


04/25/97 

Page  76 

KOGAWA 


Public  Guardian  &  Trustee: 

Report  on  Reengineering 


The  tool  provides  assistance  in  the  performance  of  activities  as  well  as  a  mechanism  for 

monitoring  work  and  ensuring  that  client’s  affairs  are  being  satisfactorily  managed. 

•  although  the  example  given  above  is  for  Client  Services,  the  checklist  feature  of 
a  case  management  tool  would  provide  benefits  for  any  program  or  support 
area  in  that  it  standardizes  the  processes  to  be  followed,  helping  to  ensure  that 
no  critical  step  is  missed 

Diary  System  (“Bring  Forward") 

•  the  case  management  tool  should  also  include  a  “bring  forward"  feature  to 
remind  the  user  of  critical  dates,  action  items,  etc. 

•  Schedule  Plus  is  currently  providing  some  of  this  functionality  for  staff  of  the  PGT 
on  a  stand  alone  basis 

•  ideally  it  would  be  possible  for  the  user  to  create  bring  forwards  or  reminders 
that  had  a  direct  relationship  to  the  client  file  on  the  system 

-  wouldn't  be  necessary  to  leave  the  system  to  create  bring  forwards 

-  ideally  each  day's  bring  forwards  could  be  summarized  in  a  list  with  the 
user  able  to  point  and  click  on  an  item  to  open  the  appropriate  client 
file  and  the  action  item  to  be  completed 

Time  Docketing  Tool 


•  to  date  time  docketing  is  most  prevalent  in  the  legal  department.  However,  as 
an  entity  outside  of  government,  there  will  be  a  need  for  the  PGT  to  have  an 
increased  awareness  of  its  costs  of  doing  business.  A  key  cost  is  staff  time  and 
an  effective  time  docketing  system  is  critical  in  understanding  that  cost. 

Tracking  time  efficiently  and  accurately  is  important  for: 

-  management  of  staff  and  resources  (workload  tracking) 

-  staff  performance  measurement  and  management 

-  revenue  tracking.  Where  applicable  it  would  ideally  be  possible  for  staff 
to  generate  hourly  charges  against  client  accounts  directly  from  the 
time  docketing  tool. 

-  assessing  profitability  of  businesses.  It  is  currently  not  possible  to 
accurately  assess  the  time  required  for  a  particular  activity  (e.g. 
screening  applications  for  private  guardians).  This  makes  it  impossible  to 
provide  a  rationale  for  setting  or  increasing  the  fees  charged 


Reporting 

Description 

•  a  key  need  identified  in  the  PGT's  business  requirements  document  is  the  flexibility  in 
reporting  on  activities/transactions 
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•  this  is  a  business  requirement  not  currently  satisfied  by  the  TAMS  system 

-  creating  reports  in  the  TAMS  system  is  difficult  and  time  consuming 

-  it  is  not  possible  for  an  end  user  to  generate  a  report  based  on  simple 
criteria.  Instead,  the  creation  of  new  reports  requires  the  involvement  of 
a  programmer/  analyst 

•  the  implemented  system  should  enable  an  authorized  "sophisticated"  (and 
under  special  circumstances  an  unsophisticated)  end-user  to  extract  data  from 
the  data  repositories,  format  the  extracted  data  and  view/print  the  results 


Document  Management  System 


Description 


•  much  of  the  business  of  the  PGT  is  conducted  via  the  distribution  of  documents. 
These  documents  must  be  retained  either  as  a  financial  document,  legal 
document  or  case  management  document.  As  a  result,  the  volume  of 
documents  in  PGT  files  is  tremendous,  making  the  tracking  of  a  single  document 
difficult  and  increasing  the  chances  that  information  may  be  lost  or  misplaced. 

•  there  is  a  major  business  requirement  to  capture  at  source,  redirect  and  store 
documents  either  as  images  (if  they  have  been  received  in  hard  copy)  or  as 
electronic  documents  with  an  established  relationship  to  the  matter  under 
jurisdiction  (i.e.  an  account  or  file  number) 

•  the  intention  is  to  reduce  as  much  as  possible  the  reliance  on  paper  files  and  to 
provide  seamlessly  integrated  access  to  all  information  concerning  a  matter 
under  jurisdiction  no  matter  what  form  the  information  is  in  (data,  electronic 
documents,  images  and  other  objects  which  may  be  added  at  a  later  date 
such  as  voice  annotation  or  transcripts) 

•  as  with  other  technologies,  the  cost  of  document  imaging  is  dropping  rapidly, 
making  implementation  more  achievable  and  reducing  the  payback  period 

Recommended  Action 


•  the  feasibility  of  implementing  document  imaging  should  be  investigated  from 
both  a  cost  and  functionality  perspective 

•  perhaps  the  most  beneficial  application  of  this  technology  would  be  in  the 
Payables/Receivables  area 

-  currently  invoices  are  imaged  as  received,  but  the  images  are  used  only 
for  storage  purposes.  They  do  not  fill  a  role  in  the  process  as  a  whole. 

-  if  there  is  no  recurring  entry  for  an  invoice,  information  from  the  invoice  is 
re-keyed  onto  a  pending  form  which  is  sent  to  the  Client  Rep  for 
approval.  The  ability  to  image  and  use  invoices  would  eliminate  this  step 
by  enabling  the  Payables/Receivables  clerk  to  send  the  image 
electronically  to  the  Client  Rep.  This  eliminates  the  need  to  type 
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information  and  provides  the  Client  Rep  with  an  exact  replication  of  the 
invoice,  rather  than  the  Payables/Receivables  clerk’s  interpretation  of 
the  invoice. 


On  Line  Help 


Description 

•  to  assist  staff  in  the  performance  of  their  duties,  the  development  of  an  online 
help  fool  is  recommended.  It  is  envisioned  that  this  tool  would  take  the  place  of 
existing  policy/procedure  manuals. 

•  this  tool  would  be  similar  to  a  Help  file  from  software  packages  such  as 
WordPerfect.  The  intention  of  the  tool  is  to  provide  easy  access  to  procedures 
and  policies 

-  since  the  tool  would  be  resident  on  the  LAN,  any  changes  in 
policies/procedures  could  be  made  once  to  the  source  document 
rather  than  having  to  be  copied  to  multiple  manuals,  etc. 

-  it  would  be  possible  to  search  the  help  file  by  keyword  to  enable  the  user 
to  quickly  obtain  information  specific  to  the  task  they  are  performing 

•  making  help  easy  to  obtain  will  presumably  increase  staff's  usage  of  the  tool, 
which  should  in  turn  contribute  to  consistency  and  accuracy  in  performance  of 
their  duties 

•  help  could  be  provided  for  any  position  type  in  the  PGT 


Voice  Dictation  Software 


Description 


•  one  of  the  major  barriers  to  the  widespread  incorporation  of  computer  tools  to 
workflow  is  the  ability  of  the  user  to  quickly  enter  information;  i.e.  their  typing 
skills.  The  interface  between  the  user  and  the  computer  is  typically  a  keyboard. 

-  in  addition  to  lack  of  skills/experience,  there  are  cultural  biases  (not  just 
within  the  PGT,  but  in  society)  against  managers  or  professional  staff 
doing  “typing" 

•  Voice  Dictation  Software  addresses  the  issue  of  data  entry  by  making  it  possible 
for  the  user  to  talk  to  the  computer.  The  intention  is  for  the  user  to  speak  to  the 
computer  and  the  computer  to  translate  the  spoken  word  into  typed  text. 

•  while  good  in  theory,  the  full  promise  of  this  technology  has  yet  to  be  realized. 
In  its  review  of  information  technology  options,  Aratek  recommended  that  the 


04/25/97 

pra 

Page  79 

ill 

KOGAWA 


Public  Guardian  &  Trustee: 

Report  on  Reengineering 


PGT  delay  implementation  of  this  solution  for  approximately  6  months,  or  until  the 
"next  level  of  functionality"21  was  reached. 

•  initially  this  technology  was  proposed  only  for  the  legal  staff  in  the  office. 
However,  the  technology  can  be  implemented  throughout  the  office  to 
improve  efficiency  in  word  processing,  data  keying,  etc. 

Recommended  Action 


•  Aratek's  recommendation  in  January  1997  was  to  revisit  the  topic  of  voice 
dictation  software  in  June 

•  when  an  evaluation  of  the  technology  takes  place,  the  review  should  be 
conducted  within  the  broader  context  of  the  PGT  as  a  whole  rather  than  only 
the  legal  services  unit 

-  all  staff  using  computers  extensively  in  the  performance  of  their  job  duties 
would  likely  benefit  from  the  introduction  of  this  technology,  particularly 
those  whose  typing  skills  do  not  match  the  technical  requirements  of 
their  jobs 


21  "Summary  of  Aratek  Report  on  Investigation  of  Modifications  to  Information  Technology  Processes  in  Order  to 
Achieve  Cost  Savings/Efficiencies”.  Aratek,  Jan  '97 
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Interfaces 

A  characteristic  of  the  PGT's  business  is  extensive  contact  with  external  organizations.  To 
maximize  the  benefit  of  information  technology  and  enable  the  PGT  to  exchange 
information  electronically  with  the  following  entities  and/or  systems.  These  interfaces  are 
summarized  from  the  PGT's  business  requirements  document24.  Interfaces  are  required  with 


Entities/Systems 

Purpose 

Entry  Point 

▼  Certifying  Hospitals/  Assessors 

t  receive  Certificates  of  Incapacity  COI) 

▼  Ministry  Of  Health 

▼  exchange  of  information/statistics  on  COI's 

▼  Long  Term  Care  Facilities 

▼  exchange  of  client  information 

t  automated  invoicing  for  client  sen/ices 

▼  Hospitals 

▼  exchange  of  client  information 

▼  Federal  Government 

▼  for  Social  Insurance  Numbers 

▼  Docketing  System  (applicable 
across  all  processes) 

t  time  tracking 

▼  revenue  tracking 

Manage  Client’s  Financial  Affairs 

▼  Long  Term  Care  Facilities 

▼  automated  invoicing  for  client  services 

▼  Hospitals 

▼  exchange  of  client  information 

▼  Municipal,  Provincial  or  Federal 
sources  of  benefits  (e.g.  MCSS, 
Health  &  Welfare  Canada) 

▼  EFT  for  client  income 

▼  Government,  Insurance 

Companies,  Pension  Funds,  Utilities, 
Financial  Institutions,  etc. 

t  EFT  both  for  receipt  and  payment  of  funds 

▼  Revenue  Canada 

▼  prior  years'  tax  returns  for  clients 

t  electronic  filing,  EFT  for  taxes  owing  and  receipt 
of  tax  refund,  GST  rebates 

▼  Property  Management  Company 

▼  receive  property  reports 

▼  automated  invoices  for  maintenance  of  home 

▼  electronic  update  of  lists  of  property  requiring 
maintenance 

▼  Credit  Bureau 

▼  credit  searches  on  clients/vendors 

▼  Ministry  of  Transportation 

▼  auto  registration  search 

▼  Car  Lots  contracted  to  sell 
automobiles  for  PGT 

▼  exchange  of  information 

t  electronic  funds  transfer  (EFT) 
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t  CIBC  Global  Mellon  (outsourced 
relationship  for 

management/valuation  of  client 
securities) 

▼  updating  security  valuation,  dividends,  stock 
splits,  reorganizations 

▼  External  mutual  fund  valuation 
system 

▼  electronic  updating  of  mutual  fund 
values/client  portfolio  values 

▼  Appraisers  of  jewelry,  securities, 
real  estate 

▼  exchange  of  information 

t  automated  invoicing 

▼  Land  Registry 

▼  automated  title  search 

▼  Real  Estate  Marketing  Company 

▼  exchange  of  information  re:  sales  of  property 

▼  Ministry  of  Consumer  & 

Commercial  Relations 

▼  listings  of  dissolved  corporations  j 

▼  information  on  authorized  cemeteries 

▼  Children's  Lawyer 

t  at  a  minimum,  staff  from  the  office  of  the 

Children's  Lawyer  would  have  read  only  access 
to  data  where  minors  are  involved 

▼  Insurance  Providers 

▼  exchange  of  information  re:  what  level  of 
insurance  exists/is  required  for  client's  property 

▼  Blanket  Insurance  Policy  Provider 

▼  electronically  add/delete  assets  from  blanket 
policy 

Legal  Services 

▼  Court  Administration  System 

▼  provision  and  receipt  of  information/  statistics 

▼  electronic  filing  of  documents 

▼  receipt  of  court  orders 

Manage  Personal  Care 

▼  Long  Term  Care  Facilities 

▼  exchange  of  client  information  , 

t  Hospitals 

▼  exchange  of  client  information 

Screening  Private  Guardians 

v  Private  Guardians 

▼  could  provide  software  to  obtain  standardized 
plans  with  more  and  better  information 
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Process  Specific  Applications  of  Information  Technology 
Receive  Certificates  of  Incapacity 


Description 

•  PGT  receives  Certificate  of  Incapacity  (COI)  from  a  set  list  of  specified 
psychiatric  hospitals  (under  Section  15  of  the  Substitute  Decisions  Act)  or  PGT 
authorized  assessors  (Section  16).  COI’s  are  received  for  new  clients,  existing 
clients  or  individuals  who  have  ceased  to  be  clients  (i.e.  a  private  guardian  or 
the  client  has  acquired  jurisdiction) 

•  CCI's  are  paper  documents,  either  mailed  or  faxed  to  PGT 

•  There  are  approximately  1 ,300  new  COI’s  received  each  year  and  an  additional 
1 ,300  received  for  existing  clients  of  the  PGT 

Current  Situation 


•  PGT  does  not  consistently  receive  all  required  information  with  incoming  COl’s. 
This  makes  it  necessary  for  Intake  Clerks  to  contact  the  issuer  to  obtain  the 
missing  details.  Difficulties  in  reaching  the  appropriate  person  and  following  up 
on  requests  for  information  makes  this  activity  frustrating  and  time  consuming. 

•  all  information  from  the  paper  COI  is  input  by  the  Intake  Clerk  to  the  TAMS 
system  for  the  creation  of  a  client  file 

•  the  Intake  Clerks  must  check  one  or  all  of  TAMS,  microfiche  and  paper  records 
to  determine  if  a  person  has  previously  been  a  PGT  client 

a  project  is  currently  underway  to  create  a  database  of  pre-1984  client 
information.  This  will  significantly  reduce  the  amount  of  time  required  to 
open  a  new  file. 

-  the  project  is  staffed  by  co-op  students  on  a  volunteer  basis 

-  the  project  is  scheduled  to  be  completed  in  July  1 997 
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Options 


OPTION  1: 

Refuse  to  accept  any  COI's  that  are  not  complete 

Pros 

Cons 

•  eliminates  need  for  Intake  Clerics  to  "chase 
after"  missing  information 

•  makes  source  of  COI  responsible  for 
complete  information 

•  would  cause  delcys  in  setting  up  client 
accounts  which  potentially  creates  risk  of 
harm  or  abuse  of  the  client 

•  creation  of  COIs  at  source  facilities  tends  to 
be  irregular  and  informal.  Implementation  of 
this  option  would  likely  not  correct  the 
problem,  but  rather  dramatically  increase  the 
number  of  COIs  returned  to  issuing  facilities 

•  does  not  address  the  underlying  problem  that 
the  COI  is  a  Ministry  of  Health  form,  which  is  at 
least  part  of  the  reason  that  the  PGT  does  not 
receive  all  the  information  it  needs 

OPTION  2:  Partner  with  the  Ministry  of  Health  to  redesign  the  COI  to  capture  the  information 

required  by  the  PGT 

Pros 

Cons  | 

•  would  ensure  that  the  information  required  by 
the  PGT  is  included  on  the  COI 

•  does  not  address  the  problem  of  receiving 
incomplete  COI's 

•  result  is  still  a  paper  driven  process  requiring 
re-keying  of  information 

OPTION  3: 

Provide  facilities/assessors  with  a  simple  computer  tool  for  collecting  and 
transmitting  needed  information 

Pros 

Cons 

•  screens  could  be  customized  to  capture  all  of 
the  required  information  for  both  the  PGT  and 
the  Ministry  of  Health 

•  the  software  could  include  edits  to  force  the 
user  to  enter  all  required  fields,  ensuring  that 
only  complete  COI's  are  received 

•  the  software  could  include  an  interface  to 
the  PGT's  computer  system  to  allow 
electronic  transmission  of  the  COI.  This  would 
eliminate  the  need  for  re-keying  information. 

•  based  on  the  complete  COI,  the  PGT  system 
could  automatically  create  or  update  a 
client  file.  The  system  could  be  structured  to 
filter  out  incomplete  COI's  and/or  to  ensure 
that  COI’s  are  received  only  from  authorized 
parties. 


necessary  to  ooiain  the  buy  in  of  psychictric 
hospitals  and  assessors 

cost  of  development  of  the  software  and 
interface  to  the  PGT  system  is  unknown 

it  is  likely  that  there  will  be  significant 
institutional  resistance  to  implementation 

•  the  production  of  COI’s  in  psychiatric  and 
general  hospitals  tends  to  be  quite 
disorganized.  While  introduction  of  a 
computerizea  tool  might  help  to  formalize 
their  processes,  implementation  of  this 
option  may  be  quite  difficult 
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Recommendations 


•  the  ability  to  interface  directly  with  external  providers  of  information  -  such  as 
psychiatric  hospitals  and  assessors  -  is  included  in  the  PGT's  business 
requirements  for  information  technology24 

•  develop  a  software  tool  to  facilitate  the  collection  and  electronic  transmission 
of  COI  information 

-  this  type  of  tool  is  not  extremely  complex  and  should  not  involve  a  large 
amount  of  time  or  money  to  develop 

-  there  is  a  limited  number  of  facilities  that  are  allowed  to  submit  COI’s.  It 
is  highly  unlikely  that  any  of  these  facilities  would  not  have  the  basic 
computer  equipment  necessary  to  use  the  envisioned  tool 

-  there  is  a  larger  number  of  assessors  in  the  province  and  while  many  of 
them  have  access  to  a  computer,  there  may  be  some  who  do  not.  In 
those  cases,  the  PGT  could  continue  to  accept  a  hard  copy  version  of 
the  information  collected  on  the  software  tool.  However,  every  effort 
should  be  taken  to  limit  acceptance  of  paper  COI’s  to  those  assessors 
who  absolutely  cannot  access  a  computer. 

•  based  on  the  information  provided  in  the  electronic  COI,  the  PGT’s  computer 
system  could  automatically  create  or  update  a  client's  file  as  in  the  figure  below 

-  the  system  would  automatically  check  demographic  information  to 
determine  if  the  person  was  previously  a  PGT  client 

-  the  system  would  automatically  create  a  client  file  if  no  previous  record 
existed.  In  fact,  the  system  could  go  so  far  as  to  assign  the  file  to  the 
appropriate  Client  Rep  based  on  postal  code  or  some  other  criteria. 

-  if  necessary,  the  system  could  create  a  temporary  or  pending  file  subject 
to  review  by  an  authorized  person.  This  is  particularly  necessary  to  ensure 
that  the  reason  for  the  COI  being  issued  -  which  is  open  to  some 
interpretation  -  complies  with  legislation. 
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1 :  New  COI  issued. 


PGT  4  Pending  file  created 
and  electronically 
routed  to  Client  Rep 


3:lncomplete,  Invalid  COIs 
returned  to  sender  withou 
requiring  the  involvement 
of  an  Intake  Clerk 
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Management  Reporting 
(tracking  of  volume, 
frequency,  timing, 
geographic  location, 
assignment  of  new  files) 


•  the  ability  to  electronically  receive  complete  COI  information  and  have  the 
system  automatically  create  a  file  would  significantly  reduce  the  requirement  for 
clerical  resources  in  the  Intake  area.  It  would  eliminate  the  need  for  re-keying 
information,  searching  for  historical  client  records  and  following  up  incomplete 
information. 


Opening  Files 

Description 


•  upon  receipt  of  new,  valid  COI's,  client  files  are  opened.  The  clerk  opening  the 
file  has  to  ensure  that  no  previous  PGT  record  exists  for  the  client.  This  involves 
checking  TAMS,  microfiche  and  paper  records 

Current  Situation 


•  the  requirement  of  checking  three  sources  of  information  for  past  client  records 
is  very  time  consuming,  adding  from  20-30  minutes  to  the  process  of  opening 
each  file 
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Options 


Option  1: 

Check  only  for  client  information  on  TAMS 

Pros 

Cons 

•  speeds  the  process  by  requmng  clerk  to 
check  only  electronic  information  on  TAMS 

•  TAMS  records  are  available  for  the  majority  of 
individuals  for  whom  COI’s  are  received 

•  the  relevance  of  client  information  found  on 
microfiche  is  questionable 

•  client's  name,  address,  personal  situation 
may  have  changed  dramatically.  This 
information  needs  to  be  gathered  for 
either  a  new  or  old  client,  so  there  may 
not  be  a  great  advantage  in  obtaining  a 
file  number  for  a  client  that  doesn't 
already  exist  in  TAMS 

•  reducing  the  requirements  for  opening  a  new 
fiie  also  reduces  the  amount  of  time  required 
and  subsequently  makes  it  possible  to 
eliminate  one  records  clerk  position 

•  there  is  the  potential  that  a  person  was 
formerly  a  client  and  some  valuable 
information  existed  on  their  paper  record.  If 
there  was  no  review  of  microfiche  -  and 
subsequently  the  paper  record  -  this 
information  would  not  be  found 

Option  2: 

Automate  searches  for pre-TAMS  records 

Pros 

Cons 

•  possible  for  the  records  clerk  to  search  both 
current  and  historical  files  for  record  of  a 
client  or  prospective  client 

•  better  efficiency  in  fiie  opening  should  make 
it  possible  to  eliminate  one  records  clerk 
position 

•  the  cost  of  implementing  the  system  and 
entering  the  data  may  be  large 

•  the  PGT  is  using  teams  of  co-op  students 
to  enter  this  data.  These  individuals  are 
working  for  the  experience  and  are 
entering  this  information  for  no  pay. 

Recommended  Action 


•  continue  implementation  and  data  entry  in  new  historical  client  database  to 
make  it  possible  for  Intake  Clerks  to  electronically  check  for  any  previous  record 
of  client.  This  checking  is  manually  intensive  and  must  be  done  for  each 
incoming  COI. 

-  when  one  considers  the  annual  volume  of  COI's  (approximately  2,600) 
the  magnitude  of  effort  consumed  by  this  checking  process  becomes 
apparent 

Note:  The  project  to  automate  searches  of  past  client  records  is  continuing  and 
should  be  implemented  in  July  1997. 
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•  completion  of  this  project  should  also  contribute  to  the  PGT's  ability  to 

implement  a  computer  system  with  the  file  checking  functionality  described  in 
the  previous  section 


Automation  of  Trust  Investigations 

Description 


•  the  information  gathered  during  the  investigation  is  input  to  TAMS  and  is  used  to 
establish  the  management  plan  for  the  client’s  finances 

•  currently  the  collection  of  information  is  a  manual  process 
Current  Situation 


•  the  notes  taken  by  the  investigator  at  the  client’s  premises  are  typed  dnd 
assembled  into  an  Asset  Survey,  which  is  a  booklet  of  standard  forms  detailing 
the  information  gathered  during  the  investigation 

•  the  Asset  Survey  is  forwarded  to  the  assigned  Client  Rep  who  then  sends  a 
message  via  e-mail  to  the  Asset  Administration  group  which  “incorporates"  the 
assets  into  TAMS  (establishes  the  inventory  of  client  assets) 

-  the  information  gathered  by  the  investigators  is  thus  recorded  up  to  4 
times:  in  the  notes  collected  on  site,  typed  into  the  Asset  Survey, 
transcribed  to  an  e-mail  message  and  finally  re-keyed  to  TAMS.  It  would 
clearly  be  more  efficient  if  there  were  a  tool  to  electronically  transfer  the 
information  collected  on  site  directly  to  the  client  file  on  TAMS 


Options 


Option  1: 

Develop  a  notebook  computer  based  too /  for  collection  of  information 

Pros 

Cons 

•  automates  the  collection  of  data  and 
eliminates  need  for  multiple  keying  of  data 

•  data  can  be  electronically  uploaded  to  main 
trust  system 

•  could  provide  the  investigator  with  "mobile 
office"  including  fax  machine,  word 
processing,  remote  access  to  e-mail,  etc. 

•  investigations  frequently  take  place  in 
environments  that  are  extremely  dirty  and 
cramped.  Navigating  through  these  spaces 
while  balancing  an  open  notebook  would  be 
very  difficult  and  almost  certain  to  result  in 
damage  to  the  equipment. 

•  necessary  to  develop  interface  to  trust 
accounting  system 
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Option  2: 

Introduce  some  form  of  hand  held  electronic  technology  to  facilitate  information 
collection  and  recording  9 

Pros 

Cons 

•  hand  held  devices  are  easier  to  carry  and 
manipulate  than  a  notebook 

•  potential  for  a  stylus  based  interface,  allowing 
the  user  to  enter  information  without  a 
keyboard 

•  automates  the  collection  of  data  and 
eliminates  need  for  multiple  keying  of  data 

•  data  can  be  electronically  uploaded  to  main 
trust  system 

•  investigations  frequently  take  place  in 
environments  that  are  extremely  dirty  and 
cramped.  While  a  hand  held  device  would 
be  significantly  easier  to  use  than  a 
notebook,  there  is  still  a  risk  of  damage  to  the 
equipment. 

•  necessary  to  develop  interface  to  trust 
accounting  system 

•  potential  reluctance  from  some  investigators 
to  initiate  use  of  new  tools 

Option  3: 

Introduce  digital  cameras  for  photographing  client  assets,  residences,  etc. 

See  Aratek  report  on  information  technology  "quick  wins"  for  detail 

Pros 

Cons 

•  enables  electronic  storage  and  retrieval  of 
photographs,  making  it  possible  to  access  the 
image  without  looking  at  the  paper  file 

®  consistent  with  the  PGT’s  intended  move 
toward  a  document  management  system 
including  extensive  imaging  of  documents 

•  technology  is  still  relatively  new  and  therefore 
in  the  steep  part  of  the  price/innovation 
curve.  In  other  words,  the  price  of  this 
technology  can  be  expected  to  drop  fairly 
rapidly  over  the  next  few  years. 

•  the  size  of  electronic  image  files  could 
potentially  slow  down  the  LAN 

•  there  is  a  potential  issue  with  admissibility  of 
electronic  images  as  court  evidence 

Recommendation 


•  the  difficulties  in  integrating  a  notebook  computer  with  the  work  of  investigators 
makes  Option  1  impractical 

•  handheld  devices  should  be  introduced  to  this  process  to  speed  the  information 
collection  process  and  to  automate  the  “incorporation”  of  assets  into  the  PGT 
computer  system 

-  devices  are  more  compact  and  easier  to  operate  while  standing  or 
moving 

off  the  shelf  hardware  is  available  for  this  application 

-  the  device  could  be  pre-programmed  with  a  variety  of  standard 
electronic  forms  to  capture  the  investigation  information 

information  could  then  be  automatically  uploaded  to  the  PGT’s 
accounting  system  (it  is  not  known  at  this  time  whether  such  an  interface 
is  possible  with  the  TAMS  system.  The  reguirement  of  handheld  devices 
(and  other  input  devices  and  methods)  has  been  included  in  the  PGT's 
business  requirements  document24 
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•  the  introduction  of  digital  cameras  should  be  evaluated 

immediate  savings  in  film  processing  charges  (approximately  $500  -  600 
per  month  ongoing20) 

additional  benefits  gained  through  improved  access  to  images  (not 
necessary  to  retrieve  paper  file  to  view  photographs  as  the  electronic 
images  would  be  available  via  the  LAN) 

Note:  A  decision  was  made  in  early  1997  to  proceed  with  piloting  the  above 
recommended  technologies. 

Examples  of  the  recommended  hand  held  devices  -  and  their  integration  in  trust 
investigations  -  were  demonstrated  by  a  representative  from  Pacific  Western 
Information  Systems  in  March  '97. 


Screening  Allegations  of  Harm  or  Abuse 

Description 


•  prior  to  a  guardianship  investigation  being  initiated,  the  PGT  receives  telephone 
allegations  of  harm  or  abuse  concerning  an  incapable  person 

•  these  telephone  calls  are  handled  by  Screening  Officers  who  determine 
whether  the  nature  of  the  allegation  satisfies  the  requirements  for  PGT 
involvement 

•  only  a  small  percentage  of  allegations  (10-15%)  result  in  guardianship 
investigations 

•  the  majority  of  allegations  do  not  require  immediate  PGT  involvement  and  may 
result  in  a  referral  to  community  based  service  agencies 

•  the  objective  of  the  screening  function  is  to  drastically  limit  the  number  of 
allegations  that  become  investigations  (which  require  additional  time,  travel 
and  expense  to  the  PGT) 

Current  Situation 


•  all  allegations  and  resulting  referrals  are  noted  in  a  log  book.  This  information  is 
valuable  to  enable  the  Screening  Officer  to  determine  if  a  previous  allegation 
has  been  received  concerning  the  same  alleged  incapable  person  or  the  same 
alleged  abuser. 

-  a  log  is  kept  of  all  allegations  and  any  resulting  referral  that  may  have 
been  made 

however,  the  log  books  are  paper  records  of  past  allegations  and  as 
such  do  not  allow  quick  access  to  the  data  or  the  ability  to  cross 
reference 
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-  since  it  is  not  possible  to  quickly  access  the  data,  the  records  of  past 
allegations  are  generally  not  referred  to  at  all  during  the  screening  of  the 
allegation 

•  the  time  required  for  screening  allegations  varies  widely  depending  on  the 
nature  of  the  allegation  and  how  difficult  it  is  for  the  Screening  Officer  to  collect 
information  from  the  caller 

Options 


Option  J: 

Provide  a  computer  too!  for  Screening  Officers  to  track  allegations 

Pros 

Cons 

•  would  provide  on  line  access  to  past 
allegations  and  referrals  to  ensure  that  the 
Screening  Officer  has  all  the  information 
necessary  to  properly  assess  the  allegation 

•  system  could  include  a  tcble  of  community 
resources  that  the  Screening  Officer  could 
access  on  line  to  provide  information  to  the 
caller 

•  system  could  proviae  management  reports 
on  allegations  to  help  identify  trends  (types  of 
allegations,  frequencies,  geographical 
locations,  etc.)  and  the  resolution  of  the 
investigations  (i.e.  referral,  no  action, 
guardianship  investigation) 


the  cost  of  developing  this  tool  is  unknown 

•  the  proposed  tool  is  a  very  basic 
database  system  that  would  not  require 
an  extensive  amount  of  development 
time 

•  it  would  not  be  absolutely  necessary  for 
the  database  to  be  integrated  with  TAMS 
(or  other  computer  systems)  as  the  data  is 
specifically  related  to  the  allegations 
function 


Option  1: 


Provide  a  computer  too /  for  Screening  Officers  to  track  allegations 


Pros 


Cons 


Recommended  Action 


•  Option  1  is  recommended 

the  current  log  book  system  has  very  limited  impact  on  the  work  of  the 
Screening  Officers.  Information  is  recorded  in  the  log  books  but  generally 
never  accessed 

-  implementation  of  a  system  that  would  allow  quick,  on  line  access  to 
past  allegations  would  provide  the  Screening  Officer  with  information 
that  may  enable  them  to  make  a  better  decision  regarding  an 
allegation 

-  the  proposed  reporting  abilities  of  the  system  would  enable 
management  to  Track  developing  trends,  forecast  resource 
requirements,  etc.  Tracking  the  outcome  of  the  allegation  through  to 
whether  PGT  obtained  jurisdiction  would  enable  management  to 
compare  the  cost  of  screening/investigations  to  the  fees  charged 

-  no  fees  are  charged  for  screening  allegations.  PGT  only  collects 
costs  of  investigations  in  those  cases  where  it  obtains  jurisdiction 

•  to  make  tracking  of  time  required  for  screening  allegations  possible,  it  is 
recommended  that  the  Screening  Officers  have  access  (and  be  required  to 
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use)  the  proposed  corporate  Time  Tracking  system  (see  Information  Technology 
section) 


Automation  of  Guardianship  Investigations 

Description 

•  in  response  to  an  allegation  of  harm  or  abuse  to  an  incapable  person,  the  PGT 
performs  investigations  to: 

determine  the  validity  of  the  allegation 

-  determine  whether  the  PGT  should  pursue  temporary/permanent 
guardianship  of  the  alleged  incapable  person 

Current  Situation 


•  during  the  course  of  the  investigation,  the  investigator  will  make  written  notes  of 
the  information  collected 

•  once  back  in  the  office,  the  investigator  compiles  the  notes  into  a  report  on  the 
investigation.  This  report  is  used  as  the  basis  for  a  discussion  among  appropriate 
PGT  management  and  staff  to  decide  whether  to  pursue  guardianship 

-  prior  to  a  decision  being  made,  the  investigator's  report  is  reviewed  by 
an  Intake  Lawyer  to  determine  if  sufficient/appropriate  evidence  has 
been  gathered 

-  in  approximately  80%  of  cases,  investigators  are  required  to  gather 
additional  information  in  support  of  the  case 

•  given  the  urgent  nature  of  these  investigations,  the  speed  with  which  the 
investigation  can  be  concluded  is  critical  as  is  the  completeness  of  the 
evidence  collected 
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Options 


Option  I: 

Provide  notebook  computers  to  investigators  for  remote  documentation  of  cases 

Pros 

Cons 

•  would  make  it  possible  for  investigators  to  key 
information  directly  rather  than  transcribe 
their  written  notes 

•  from  the  client  site  or  some  other  remote 
location,  investigators  could  fax  or  e-mail  their 
report  back  to  the  Intake  Lawyers  for  review 

•  if  the  Lawyer  felt  it  necessary  to 
collect  additional  information,  the 
investigator  would  still  be  at  or  near 
the  client’s  location 

•  since  the  Lawyer  would  have  at  least 
the  beginnings  of  the  investigator's 
report,  work  could  begin  on  the  court 
application  immediately 

•  it  would  not  be  necessary  to  develop 
specialized  tools  for  data  entry.  Standard 
word  processing  packages  would  suffice, 
reducing  the  cost  of  implementing  this  option 

•  computers  could  dlso  provide  other  tools  to 
the  investigator  such  as  time  docketing, 
Schedule  Plus,  contact  list,  etc. 

•  investigators  should  already  be  familiar 
with  these  tools,  which  will  reduce  the 
training  requirements 

•  the  technical  requirements  of  the  hardware 
used  are  relatively  simple  since  the  primary 
use  would  oe  for  word  processing 

•  notebooks  would  require  fqx/modems  to 
enable  investigator  to  fax  or  e-mail 
reports  to  Intake  Lawyer 

•  although  regular  phone  lines  could  be 
used,  investigators  could  also  use  cellular 
phones  to  transmit  or  fax  files 

•  online  entry  of  information  would  only  be 
possible  if  the  investigators  were  good  typists 
and  were  experienced  in  the  use  of  the 
computer 

•  typing  information  into  the  computer  in  front 
of  the  client  may  be  distracting  and  can 
reduce  the  interaction  between  the 
investigator  and  the  client 

•  the  environments  where  the  investigations 
take  place  present  a  risk  of  damage  to 
computer  equipment 
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*  possible  to  get  hand  held  devices  with 
character  recognition,  eliminating  need  for 
typing 

•  hand  writing  technology  is  still  relatively 
new  and  is  continually  improving.  At  this 
point,  the  identification  of  hand  writing  is 
not  perfect  and  generally  takes 
considerably  longer  than  typing 

•  eliminates  concern  that  typing  information  in 
front  of  client  may  be  perceived  as  ignoring 
the  client 


keyboards  on  the  majority  of  hand  held  units 
are  very  small,  making  rapid  entry  of  textual 
information  extremely  difficult 

handwriting  recognition  technology  still  in 
developmental  stages 

compactness  of  device  probably  not  as 
important  for  guardianship  investigations  as 
for  trust  investigations 


Option  2: 


Provide  hand  held  devices  to  investigators  for  remote  documentation  of  cases 


Pros 


Cons 


hardware  is  more  compact 


Recommended  A  ction 


•  providing  guardianship  investigators  with  notebook  computers  should  be 

evciuated  on  a  pilot  basis  to  determine  if  the  benefits  justify  the  additional  cost 

-  investigators  would  require  training  to  ensure  that  the  use  of  the  tool  did 
not  distract  from  the  objective  of  their  investigation 

-  there  may  be  initial  resistance  to  the  use  of  notebook  computers  from 
the  investigators,  particularly  those  who  are  not  technologically  inclined 

Electronic  Funds  Transfer/Bulk  Payments  &  Receipts 


Description 


•  Finance  is  involved  in  ongoing  efforts  to  reduce  the  number  of  cheques 
received  and  produced 

•  electronic  funds  transfer  (both  to  and  from  external  organizations)  is  being 
aggressively  “marketed"  to  the  organizations  the  PGT  deals  with  on  behalf 
of  its  clients.  As  of  March  10,  1997,  there  were  386  vendors  being  paid  via 
EFT.  with  additional  vendors  being  added  to  the  list  each  day22. 

-  receiving/producing  electronic  information  makes  it  possible  for 
computer  systems  to  deal  with  the  tedious  processes  of  posting, 
reconciliations,  etc. 

•  where  ever  possible.  Finance  is  attempting  to  identify  situations  where  it  is 
possible  to  generate  or  receive  a  single  payment  for  multiple  clients.  To  realize 
the  full  benefits  of  bulk  payments,  a  Payee  ID  must  be  entered  for  each 


22  See  "Outsourcing  Cheque  Production/Use  of  EFT  and  EDI".  Mar  '97 
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recurring  entry.  This  ID  makes  it  possible  for  the  PGT  computer  system  to 
consolidate  all  payments  for  a  vendor  into  a  single  disbursement. 

Current  Situation 

•  PGT  staff  in  the  Reconciliations  unit  routinely  spend  between  1-4  hours 
reconciling  each  tape  or  bulk  payment  received  from  each  source  of  client 
income  or  expense 

•  ideally,  TAMS  would  be  automatically  updated  and  reconciled  upon  receipt  of 
information  from  an  external  source 

-  the  technical  abilities  of  vendors/sources  of  income  to  provide  clean 
electronic  information  is  a  constraint 

-  in  particular,  information  provided  from  MCSS  for  PNA  is  extremely  error 
prone 

•  PGT  staff  do  from  4  -  8  hours  additional  work  each  month  to 
correct  MCSS  data  prior  to  uploading  to  TAMS 


Options 


Option  1: 

Continue  to  increase  the  usage  of  EFT 

Pros 

Cons 

•  much  of  the  work  to  establish  relationships 
with  sources  of  income  and  vendors  is 
already  complete 

•  increasing  movement  to  electronic  funds 
transfer  will  dramatically  simplify  the  process 
of  reconciliation 

•  increasing  movement  to  bulk  cheques  will 
reduce  the  number  of  cheques  produced  by 
the  PGT 

•  necessary  to  maintain  internal  resources  for 
this  function 

Recommendation 

•  continue  to  aggressively  promote  EFT  with  vendors  and  sources  of  income. 

Given  the  volume  of  transactions  processed  by  the  PGT  it  is  critical  that 
technology  be  used  where  ver  possible  for  efficiencies.  EFT  can  help  to: 

•  reduce  the  amount  of  manual  intervention  required  to  reconcile  accounts 
on  a  monthly  basis 

•  improve  the  accuracy  of  information  input  to  the  PGT's  accounting  system 

•  lower  the  cost  of  this  function 

•  investigate  the  possibility  of  vendor  payment  via  Electronic  Data  Interchange 
(EDI)  and  also  attempt  to  establish  the  capability  for  vendors  to  invoice  the  PGT 
via  an  electronic  flat  file.  This  would  make  it  possible  for  the  system  to  do  a 
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great  deal  of  the  reconciliation  currently  done  manually  by  Finance 
department  staff  including  creating  and  directing  any  pending  items  to  the 
appropriate  Client  Rep  or  Client  Rep  Assistant. 

-  this  process  will  reduce  the  manual  tasks  of  verifying  the  accuracy  of  the 
invoice  and  the  keying  of  the  pending  item. 

-  it  will  also  reduce  the  number  of  invoices  that  the  Payables/Receivables 
unit  has  to  manually  process,  thus  reducing  the  possibility  of  a  backlog 
situation. 

Receive  Referral  Under  Health  Care  Consent  Act 


Description 


•  prior  to  making  a  treatment  decision,  it  is  necessary  for  the  Treatment  Decisions 
Consultant  to  positively  confirm  the  PGT’s  authority  to  do  so 

•  this  is  typically  done  through  a  structured  interview  (telephone)  with  the  referring 
physician  or  his/her  staff 

Current  Situation 

•  gathering  the  required  information  can  be  quite  time  consuming,  given  that  it  is 
very  unstructured  and  is  often  coming  a  source  that  is  less  than  completely 
cooperative 
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Options 


would  provide  physicians  with  a  tool  for 
determining  whether  the  PGT  needs  to 
be/should  be  consulted  for  a  particular 
decision 

electronic  interface  would  automatically 
populate  appropriate  screens  on  PGT 
computer  system 

system  could  automatically  assess 
appropriateness  of  PGT  involvement  based 
on  a  set  of  criteria 


the  premise  of  the  Treatment  Decisions  unit  is 
that  a  conversation  takes  place  between  the 
physician  and  a  decision  maker.  The 
intention  was  not  to  increase  the  paperwork 
(electronic  or  otherwise)  of  the  physician 

the  large  number  of  physicians  who  could 
potentially  make  a  referral  makes  this  option 
logistically  impractical 

•  physicians  have  widely  varying  levels  of 
support  staff  and  computer  equipment 
making  a  single  electronic-only  entry  point 
impossible 

•  very  difficult  to  keep  all  copies  of  software 
up  to  date  throughout  the  province 

•  very  little  incentive  for  the  physicians  to 
use  the  tool 

•  likely  to  result  in  increased  non- 
compliance 


Option  1: 


Provide  a  software  tool  for  physicians/hospitals  to  use  when  making  a  referral 
under  the  Hed/th  Care  Consent  Act.  (too!  would  be  similar  in  nature  to  that 
recommended  for  receiving  Certificates  of  Incapacity) 


Pros 


Cons 


Option  2: 

Treatment  Decisions  Consultants  directly  input  information  from  physicians  online 

Pros 

Cons 

•  not  necessary  to  enter  information  captured 
on  notepads,  paper,  etc. 

•  increases  timeliness  of  information  input  to 
computer  system 

•  information  gathered  is  highly  unstructured, 
making  a  predefined  method  of  collection 
impractical 
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Option  3: 

Develop  a  voice  mail  menu  to  gather  basic  information  about  the  client  and  the 
case. 

Pros 

Cons 

•  certain  basic  information  can  be  gathered 
electronically 

•  e.g.  Name,  address,  whether  person  has 
previously  been  a  client,  etc. 

•  highly  unlikely  that  physicians  would  react 
positively  to  this  technology 

•  the  premise  of  the  unit  is  that  Treatment 
Decisions  take  place  in  the  context  of  a 
conversation  between  the  physician  and  a 
decision  maker.  The  voice  mail  system  could 
easily  become  a  barrier  to  this  conversation. 

•  very  likely  to  lead  to  increosed  non- 
compliance.  as  physicians  would  become 
frustrated  with  menu  system 

•  the  amount  of  information  that  it  is  possible  to 
gather  through  this  method  is  minor  relative  to 
the  total  amount  required  to  make  the 
decision 

•  during  the  course  of  gathering  “basic" 
information.  Treatment  Decisions 

Consultants  are  often  able  to  uncover 
“non-basic"  information  that  might  not 
otherwise  become  known 

Recommended  Action 


•  the  application  of  technology  to  this  process  is  not  recommended 

-  likely  to  perceived  as  a  reduction  in  service 

-  potential  benefits  do  not  justify: 

•  the  cost  of  the  system, 

•  the  inconvenience  to  clients  that  would  result 

•  the  probable  increase  in  physician  non-compliance 

Office  Organizer 

•  as  a  means  of  improving  the  efficient  use  of  available  information  technology, 
an  Office  Organizer  Program  has  been  designed  for  the  PGT.  It  will  be  set  up  as 
an  icon  in  the  Program  Manager  window  and  will  be  accessible  to  all  staff  via 
the  LAN. 

•  the  intention  of  the  program  is  to  integrate  information  which  is  currently  only 
attainable  through  several  different  databases  such  as  the: 

-  telephone  list 

-  postal  code  list 
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-  ATPT  list 
department  list 

-  ready  reckoner 

•  the  program  will  include  information  about  job  descriptions  and  tasks  performed 
by  each  employee  in  the  office 

•  this  program  will  eliminate  the  need  to  continually  update  several  separate 
databases  which  will  save  inputting  time  and  increase  the  level  of  detail  and 
accuracy  of  information 

Purchasing  Cards 

•  the  Visa  Purchasing  Card  Program  has  been  implemented  throughout  the  PGT 

•  designated  staff  have  been  selected  as  Visa  Purchasing  Card  holders.  These 
cards  enable  them  to  make  purchases  directly  from  Ministry  Approved  Vendors. 

•  the  use  of  purchasing  cards  will  result  in  the  reduction  of: 

-  cheque  production  volume 

-  usage  of  petty  cash 

-  administration  costs 

-  number  of  purchase  orders 

-  delays  in  reordering  supplies 

-  avoidance  of  GST  through  a  Visa  Card  exemption 

-  improved  accuracy  of  purchasing  information  across  government 
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Business  Focus 


Restrict  Services  Provided  to  “Non-Last  Resort"  Client  Segments 

Description 

•  as  part  of  meeting  the  PGT’s  1 997-98  budget  constraint,  the  resources  and 
structure  of  Client  Services  were  reviewed 

•  narrowing  the  focus  of  business  by  terminating  service  to  non-last  resort  clients 
and  clients  who  are  not  by  definition  PGT  clients  is  recommended 
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Option  1: 

Resign  and  transfer  PGT's  responsibility  in  acting  for  clients  whose  source  of 
income  is  solely  a  statutory  benefit  such  as  Family  Benefits  Allowance.  Personal 
Needs  Allowance.  Old  Age  Security  or  Canada  Pension  Plan  (FBA.  PNA.  OAS. 

CPP)  gnp  who  reside  in  secure  or  controlled  settings  (e.g.  MCSS  Schedule  J  and  2 
(DH)  Facilities  or  Long  Term  Care  facilities )  23 

Pros 

Cons 

•  reduces  PGT  caseload  by  up  to  2.500  clients 

•  it  is  possible  for  I  Client  Rep  to  handle 
approximately  1,000  of  these  cases. 

Therefore,  this  option  results  in  reduction  of  3 
Client  Reps  and  2  Client  Rep  Assistants  for  a 
savings  of  $193,000  in  1997/98  (annualized 
savings  of  $257,000) 

•  the  PGT's  role  with  these  types  of  clients  is 
essentially  as  a  conduit  for  funds 

•  PGT  receives  statutory  benefit  cheque 
and  pays  maintenance  fees  to  the  facility 
or  forwards  ‘‘pin  money”  to  the  facility 
which  in  turn  distributes  it  to  clients 

•  the  PGT  does  not  do  any  active 
monitoring  of  the  facilities  day  to  day 
management  of  the  pin  money  it  receives 
on  behalf  of  clients 

•  the  role  of  the  PGT  with  clients  in  MCSS 
Schedule  1  and  2  facilities  appears  to  be  of 
particularly  little  value 

•  funds  are  received  from  MCSS  and 
forwarded  to  facilities  under  MCSS 
jurisdiction  for  distribution  to  clients 

•  over  the  next  2-3  years,  MCSS  Schedule  1 
facilities  will  continue  to  downsize  ond,  in 
some  cases,  close.  The  role  of  the  PGT  in 
collecting  and  distributing  PNA  will  end 
eventually  for  most  of  these  clients  as  they 
move  to  the  community. 

•  the  PGT  is  increasingly  approached  by 
Associations  for  Community  Living  to 
terminate  its  authority  so  that  they  may  be 
appointed  as  trustee  by  MCSS 

•  since  the  PGT  should  only  be  involved  with 
clients  as  a  last  resort,  the  PGT  actively 
encourages  supportive  family,  friends  or 
community  agencies  to  replace  it  and  will 
consider  resigning  if  that  is  appropriate 

•  implementation  would  require  the  agreement 
of  MCSS 

•  it  is  the  statutory  responsibility  of  MCSS  to 
determine  if  a  trusteeship  is  appropriate  and 
MCSS  has  the  discretion  to  appoint  someone 
as  a  trustee 

•  may  create  a  perception  that  certain 
vulnerable  PGT  clients  are  being  abandoned 

•  potentially  increases  the  risk  of  loss  to  clients, 
incurred  because  of  unscrupulous  facilities 

•  Note:  because  the  PGT  does  not  monitor 
the  day  to  day  disposition  of  funds  by  the 
facilities,  this  risk  is  neither  increased  nor 
reduced  by  implementation  of  this 
initiative 

V 

23  See  Savings  Initiative  re.  resignation  of  trusteeship,  prepared  by  C.  Winter  and  J.  Dobson.  Jan  ‘97 
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similar  benefits  to  Option  1 

adds  to  the  overall  reduction  of  clients 

at  the  time  of  writing,  the  exact  increment  in 
client  reductions  is  not  known 

it  is  known,  however,  that  the  benefit  of 
resigning  from  these  trusteeships  is  less  than 
the  benefit  of  implementing  Option  1 


potentially  more  difficult  to  implement  than 
Option  1  given  the  need  to  interface  with 
federal  government  (as  opposed  to 
Provincial  government  i.e.  MOSS) 

assets  are  not  considered  when  determining 
eligibility  for  OAS.  As  a  result,  many  PGT 
clients  whose  only  source  of  income  is  OAS 
have  substantial  amounts  of  assets. 

•  the  PGT  can  add  significdnt  value  to 
these  clients  by  managing  the  assets  of 
these  clients 

•  resigning  from  these  cases  potentially  puts 
the  assets  of  these  clients  at  risk  (while 
facilities  could  potentially  administer  small 
amounts  of  monthly  benefits,  it  is  unlikely 
that  they  could  provide  appropriate 
management  for  large  estates) 


Option  2: 


PGT  resign  trusteeships  for  clients  receiving  only  OAS/CPP  benefits 


Pros 


Cons 


Option  3: 

Eliminate  PGT's  role  as  conduit  for  FBA  funds  from  MCSS  to  individuals  who  would 
otherwise  not  be  considered  clients 

Pros 

Cons 

•  frees  resources  to  deal  with  PGT  clients 

•  improves  focus  of  business  by  reoffirming  the 
definition  of  PGT  clients 

•  this  service  is  currently  provided  for  free  to 
MCSS.  primarily  because  PGT  has  existing 
infrastructure  to  facilitate  distribution  of  FBA 
moneys 

•  discontinuation  of  this  sen/ice  would  likely 
cduse  short  term  disruption  in  delivery  of  FBA 
funds  to  MCSS  clients 

Recommended  Action 


•  Option  1  is  recommended:  MCSS  schedule  1  and  2  facilities  should  put 
procedures  in  place  to  receive  PNA  income,  maintain  trust  accounts  and 
distribute  comfort  allowances  to  residents  in  these  facilities 

-  if  facilities  or  other  interested  agencies  are  willing  to  take  over 
trusteeship,  the  PGT  is  not  actually  in  the  position  of  being  the  last  resort 

-  PGT  does  not  add  significant  value  by  being  involved  in  these 
trusteeships 

-  from  a  purely  economic  standpoint,  the  PGT  gains  very  little  by  retaining 
this  set  of  clients  who  -  for  the  most  part  -  are  non-compensating 


-  implement  in  stages,  with  Phase  1  impacting  clients  in  MCSS  facilities  and 
Phase  2  being  clients  in  Long  Term  Care  Facilities 
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•  Option  2  is  not  recommended  at  this  time 

-  the  marginal  reduction  in  caseload  over  Option  1  will  likely  not  be 
significant 

-  many  of  these  clients  have  substantial  amounts  of  other  assets  and  the 
PGT  adds  value  by  providing  financial  management  services 

-  since  it  involves  the  federal  government,  this  option  will  probably  prove 
more  difficult  to  implement  than  Option  1 

•  Option  3  is  recommended 

this  is  a  service  provided  free  of  charge  to  MOSS  in  benefit  of  persons 
who  would  ofherwise  not  be  PGT  clients 

-  while  the  amount  of  additional  effort  to  support  this  function  is  not  huge, 
it  does  distract  energy  and  resources  from  the  PGT’s  core  businesses  and 
from  those  who  are  actually  clients 

•  if  it  is  not  feasible  to  discontinue  this  service,  the  PGT  should  attempt  to 
negotiate  a  transfer  of  funds  from  MCSS  to  cover  the  cost 

-  the  PGT  is  providing  a  service  that  MCSS  is  not  able  to  provide  either 
through  resource  restrictions  or  lack  of  informafion  technology 
infrastructure.  It  is  not  reasonable  to  expect  this  service  to  be  provided 
for  free,  particularly  if  the  PGT  devolves  from  government 

Screen  Private  Guardians 


Description 


•  the  PGT  reviews  management  plans  from  private  individuals  seeking  to  acquire 
jurisdiction  for  an  incapable  person's  finances 

•  applications  are  either  for  Statutory  Guardianship  (family  members  or  spouses 
only)  or  for  Court  Ordered  Guardianship  (family,  spouse  or  others) 

•  plans  are  reviewed  to  ensure  that  the  applicant  has  an  appropriate  plan  for  the 
management  of  the  incapable  person's  finances 

•  a  fee  of  $382  is  charged  for  reviewing  a  statutory  guardianship  application  and 
$250  for  a  court  application 

•  if  the  incapable  person  involved  is  a  PGT  client,  the  fee  is  charged  against  their 
account.  If  the  person  is  not  a  PGT  client,  the  applicant  is  required  to  pay  the 
fee. 

Current  Situation 


•  reviewing  a  management  plan  can  take  from  2  hours  to  20  hours,  depending  on 
its  complexity.  As  a  result,  the  fee  charged  often  does  not  cover  the  cost  of  the 
review.  This  was  understood  at  the  time  fees  were  initiated  (March  ’96).  At  the 
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time,  it  was  felt  that  a  $250  fee  for  reviewing  court  applications  was  the 
maximum  the  courts  were  likely  to  support.  The  fee  is  roughly  the  equivalent  of 
the  minimum  amount  an  individual  could  possibly  pay  to  bring  an  application 
through  the  court. 

•  the  fee  was  implemented  as  a  move  toward  cost  recovery 

•  in  approximately  40%  of  cases,  the  fees  for  reviewing  applications  for  Statutory 
Guardianship  have  been  waived 

Options 


Option  1: 

Increase  fees  charged  such  that  screening  becomes  cost  reco  verabie 

Pros 

Cons 

•  the  fee  charged  would  cover  the  full  cost  of 
the  service  provided 

•  in  the  case  of  statutory  guardianship,  the 
person  paying  the  fee  is  a  PGT  client.  In 
many  cases,  there  is  not  enough  money  to 
pay  the  current  fee 

•  as  long  as  the  private  guardian’s  ; 

management  plan  is  appropriate,  the  PGT 
benefits  through  the  reduction  in  Client  Rep 
caseload.  If  an  increased  fee  stands  in  the  ; 

way  of  a  private  guardian  acquiring 
jurisdiction,  the  PGT  will  have  the  ongoing 

cost  of  managing  the  client’s  finances,  in 
cases  where  the  client  is  non-compensating 
(e.g.  FBA/PNA)  the  negative  result  of  a  high 
review  fee  can  be  significant. 

•  this  could  create  a  collections  problem  for 

review  of  court  applications  ; 

•  judges  may  be  less  likely  to  include  the 

PGT's  fees  in  the  court  order 

•  lawyers  may  be  less  likely  to  pay  the 
higher  fees,  resulting  in  PGT  staff  having  to 
spend  time  collecting  the  fees 

Option  2: 

Do  not  waive  fees  for  reviewing  applications 

Pros 

Cons 

•  ensures  that  applicants  pay  at  least  a  portion 
of  the  cost  of  the  review 

•  in  many  cases,  fees  are  waived  to  facilitate 
the  acquisition  of  jurisdiction  by  an  interested 
third  party.  It  is  frequently  in  the  PGT’s  interest 
for  a  third  party  to  take  over  management  of 
a  client's  finances.  Foregoing  fees  to  save 
the  cost  of  ongoing  involvement  is  a  good 
business  decision,  provided  the  proposed 
management  plan  is  sound. 

04/25/97 

Page  104 

ill 

KOCAWA 


Public  Guardian  &  Trustee: 

Report  on  Reengineering 


Option  3: 

Provide  applicants  with  a  simple  computer  tool  to  complete  their  management 
plan 

Pros 

Cons 

•  similar  to  the  software  tool  recommended  for 
COI.  this  tool  could  be  structured  to  ensure 
that  only  complete  management  plans  are 
received 

•  the  tool  could  help  the  dpplicant  developing 
the  management  plan  and  the  Screening 
Officer  reviewing  the  plan 

•  plans  are  received  from  private  individuals 
with  widely  varying  resources  and  often 
limited  financial  sophistication.  Lack  of 
universal  access  to  a  computer  would  limit 
the  effectiveness  of  this  tool 

•  the  inclusion  of  calculated  fields  etc.  would 
increase  the  complexity  of  developing  this 
tool 

Option  4: 

Eliminate  the  function 

Pros 

Cons 

•  reduction  in 
$156,000  in 
savings) 

PGT  budget  of  opproximately 
997-98  ($31 2,000  annualized 

•  reviewing  these  applications  is  a  valuable 
service  to  incapable  persons  and  the  public. 
Eliminating  the  function  may  create 
additional  risk  of  abuse  for  incapable  persons. 

•  there  wouid  oe  no  access  to  private 

guardianship,  except  through  the  courts.  This 
is  contrary  to  the  government's  commitment 
to  making  it  easier  for  family  members  to  act 
as  private  guardians. 

•  as  long  as  the  private  guardian’s 

management  plan  is  appropriate,  the  PGT 
benefits  through  the  reduction  in  Client  Rep 
caseload.  For  that  reason,  continuing  to 
review  management  plans  is  in  the  PGT’s  best 
interests. 

Recommended  Action 


•  continue  screening  applications  for  private  guardians.  "While  important  for 
incapable  persons  and  the  public,  this  service  also  makes  it  possible  for  the  PGT  to 
pass  responsibility  to  third  parties  in  cases  where  it  is  not  actually  the  "last  resort". 

-  this  recommendation  is  based  on  the  assumption  that  the  PGT  has  the 
budget  to  accommodate  this  sen/ice.  If  it  became  necessary  to  choose 
between  eliminating  this  service  or  making  further  reductions  to  core 
sen/ices  (i.e.  trust  management),  the  former  would  be  recommended. 

•  ideally  a  recommendation  to  approve  an  application  from  a  private  guardian 
would  initiate  a  routine  in  the  PGT  computer  system  that  would: 

-  alert  the  Client  Rep  that  a  private  guardian  has  been  appointed 

-  provide  a  check  list  of  actions  to  be  taken  prior  to  transferring  the  file  to 
the  private  guardian 


04/25/97 


KOCAWA 


Page  105 


Public  Guardian  &  Trustee: 

Report  on  Reengineering 


-  indicate  any  ongoing  actions  that  should  be  terminated  (e.g.  sale  of  a 
property)24 

•  if  the  PGT  is  not  the  last  resort,  the  cost  of  screening  an  application  for  private 
guardianship  should  not  be  a  barrier  to  a  third  party  acquiring  jurisdiction 

-  the  cost  of  the  service,  although  it  does  not  provide  cost  recovery, 
should  not  be  increased  at  this  time 

-  PGT  should  maintain  the  flexibility  to  waive  fees  where  they  present  a 
major  obstacle  to  the  third  party  acquiring  jurisdiction 


Recovering  Costs  of  Guardianship  Investigations 

Description 

•  hourly  charges  for  guardianship  investigations  are  not  billed  to  the  client's 
account 

Current  Situation 


•  when  court  is  requested  to  authorize  compensation  for  the  PGT,  only  costs  for 
Intake  Lawyer  and  law  clerk  are  included 

•  hourly  charges  for  guardianship  investigations  are  not  billed  to  the  client’s 
account 

•  the  time  spent  by  investigators  on  /ras/1  investigations  is  charged  to  client’s 
accounts  at  a  rate  of  $100  per  hour 


Options 


Option  1:  Request  court  order  granting  authority  to  include  costs  of  guardianship 

investigation 

Pros 

Cons 

•  if  granted,  the  court  order  would  recognize 
the  value  of  the  sen/ice  provided  by  the  PGT 
in  investigating  allegations  of  harm  or  abuse 

•  obtaining  the  court  order  is  not  necessary  to 
enable  the  PGT  to  recover  the  costs  of 
guardianship  investigations 

•  there  is  a  very  real  possibility  that  courts  would 
refuse  to  grant  these  orders 

24  See  “Office  of  the  Pubfic  Guardian  and  Trustee:  Business  Requirements"  Feb  '97 
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Option  2: 

PGT  take  compensation  from  client's  account  after  authority  established 

Pros 

Cons 

•  the  PGT  does  not  need  to  obtain  a  court 
order  to  enable  it  to  recover  expenses 

•  easy  to  administer  -  charge  made  against 
client  account  to  recoup  expenses 

•  without  formal  approval  of  the  court,  it  is 
possible  that  charges  for  the  investigation 
may  later  be  challenged  by  the  client  or  a 
family  member 

Recommended  Action 


•  Option  2  is  recommended  as  it  achieves  the  goal  of  compensating  PGT  for  its 
costs  wnile  being  easier  to  implement  and  maintain  since  it  doesn’t  require  the 
approval  of  the  courts 

Note:  In  the  fall  of  1996,  the  PGT  began  charging  back  the  cost  of  Guardianship 

Investigations  to  the  client's  account.  This  has  been  a  change  in  policy,  reflecting 
the  PGT's  need  to  recover  the  costs  of  the  services  it  provides. 


Client  Securities  and  Cash  Balances 


Description 


•  the  securities/asset  control  is  responsible  for  clients'  securities,  valuables  such  as 
jewelry,  wills  and  banking  activities 

•  activities  related  to  securities  include: 

-  evaluating  whether  securities  should  be  held  or  sold 

-  tracking  values  of  securities  and  updating  client  accounts  accordingly 

-  determining  the  value  of  securities  or  other  assets  where  a  value  is  not 

readily  determined  (e.g.  shares  of  obscure  companies,  golf  club  equity 
memberships,  etc.)  ,,  . 

v 

Current  Situation 


•  this  process  is  currently  labour  intensive,  and  has  not  changed  substantially  for  a 
number  of  years 

•  the  staff  performing  the  process  are  nearing  retirement  age 

•  the  amount  of  security  information  available  electronically  would  make  it 
possible  to  automate  much  of  the  work  currently  done  by  clerical  staff  in  the 
securities  area,  freeing  resources  to  perform  analysis  rather  than 
bookkeeping/tracking  functions 
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Options 


Option  1: 

Maintain  securities  administration  in-house  with  some  automation 

Pros 

Cons 

•  retains  ability  for  PGT  to  monitor  and  track 
its  clients  securities  in-house 

•  automates  some  of  the  more 
administratively  detailed  processes 

•  would  require  an  investment  in  technology 

•  would  require  an  investment  in  training,  either 
of  existing  or  new  staff 

•  the  advantage  of  retaining  this  function  in 
house  is  minimal 

Option  2: 

Outsource  securities  administration  ; 

Pros 

Cons 

•  takes  advantage  of  external  expertise. 

•  the  nature  of  the  PGT/vendor  relationship  in 

drawing  on  the  knowledge  of  a  service 

outsourcing  brings  a  certain  amount  of 

provider  whose  business  is  securities 

additional  complexity  to  the  management  of 

management 

client  securities 

•  draws  on  the  already  established, 
specialized  infrastructure  of  a  service 
provider  [PGT  gets  up  to  date 
technology  without  having  to  pay  the 
capital  cost) 

•  draws  on  the  trained,  specialized  skills  of 
the  service  provider's  staff 

•  enables  PGT  to  focus  on  analysis, 
reporting  and  liaison  with  other  units 
rather  than  manual  administration  of 
securities 

•  eliminating  securities  positions  and 

outsourcing  activities  is  projected  to  save 
approximately  $156,000  annually  (4  FTE) 

Recommended  Action 


•  outsource  securities  administration 

-  this  option  provides  the  PGT  with  immediate  access  to  technology  and 
trained  staff  to  perform  a  function  that  is  essentially  transactional  in 
nature 

makes  it  possible  to  eliminate  4  positions  for  significant  savings 

Note:  Outsourcing  of  this  function  is  planned  to  commence  in  early  1997.  The 
vendor  will  be  CIBC  Mellon  Global  Securities.  This  company  has  both  the 
systems  and  staff  to  support  the  requirements  of  the  PGT.  In  addition,  the 
cost  of  outsourcing  this  function  will  be  absorbed  by  the  bank  credits 
received  from  the  CIBC  as  part  of  the  PGT's  ongoing  banking  relationship. 
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Cheque  Production 

Description 


•  in  mid  1996,  overnight  cheque  production  duties  were  transferred  to  Finance 
from  Administration  Support  as  a  result  of  a  downsizing  initiative  in  that  unit 

•  the  final  step  in  issuing  a  cheque  to  a  vendor  on  behalf  of  clients  is  to  physically 
print  the  paper  cheque  (note:  as  mentioned  earlier,  the  preferred  method  of 
paying  vendors  is  through  EFT,  eliminating  the  need  for  cheques) 

Current  Situation 

•  cheque  production  requires  the  time  of  one  staff  member  from  both 
Reconciliation  and  Payables/Receivables 

-  printing  cheques  involves  a  large  amount  of  manual  monitoring  to 
ensure  that  equipment  functions  properly,  printing  is  legible,  etc. 

-  each  cheque  has  to  be  passed  through  the  cheque  signing  machine 

•  after  printing,  cheques  are  split,  matched  against  a  bulk  remittance  list  and 
inserted  into  envelopes  for  mailing 

•  the  time  required  for  printing  and  delivering  of  cheques  varies  daily,  with  an 
average  of  around  three  hours  per  day 

Options 


Option  1: 

Maintain  interna /  cheque  production 

Pros 

Cons 

•  maintains  internal  control  over  the  function 

•  note:  the  benefit  of  desirability  of 
retaining  control  over  the  physical 
production  of  cheques  is  not  substantial 

•  requires  PGT  to  apply  resources  to  a  function 
that  is  both  time  consuming  and  manual  (i.e. 
loading  printer,  ensuring  printer  doesn’t  jam, 
etc.) 
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Option  2: 

Outsource  cheque  production 

Pros 

Cons 

•  printing  of  cheques  is  a  relatively  simple 

function  to  outsource 

•  staff  impact  is  minimal 

•  rather  than  requiring  an  RFP  and 
establishment  of  a  relationship  with  a 
service  provider,  it  is  possible  to  outsource 
cheque  production  by  taking  advantage 
of  a  pre-existing  relationship  (i.e.  CIBC) 

•  takes  advantage  of  excess  infrastructure 
capacity  with  service  provider 

• 

Recommended  Action 

•  outsource  overnight  cheque  production 

-  this  is  a  time  intensive  process  that  can  be  readily  purchased  from 
private  industry,  and  as  such  is  an  ideal  opportunity  for  outsourcing 

Note:  Cheque  production  by  the  CIBC  began  in  February  1997.  Initial  results  were 
very  positive,  both  in  terms  of  the  cost  of  the  service  and  the  effectiveness 
of  the  CIBC  in  producing  and  delivering  cheques  according  to  the  PGT’s 
requirements. 


Outsourcing  of  Litigation  Services 

Description 

•  the  PGT  currently  provides  a  wide  range  of  legal  sen/ices  using  internal  staff 

¥ 

•  where  specialized  expertise  is  required,  the  PGT  will  engage  the  services  of 
external  lawyers  on  a  fee  for  service  basis 

Current  Situation 


•  there  is  a  sense  (in  the  non-legal  areas  within  the  PGT)  that  there  is  an 
abundance  of  internal  lawyers  who  are  providing  services  that  could  be 
purchased  externally  more  cost  effectively 

•  it  is  possible  that  the  use  of  external  legal  services  could  be  increased  with  a 
subsequent  decrease  in  internal  legal  staff 

-  it  may  be  possible  to  find  lawyers  in  the  private  sector  who  could  provide 
acceptable  service  to  PGT  clients 
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-  in  some  instances,  costs  of  the  external  lawyers  would  be  borne  directty 
by  the  client,  thus  taking  the  costs  of  the  legal  service  “off  the  books"  of 
the  PGT 

•  the  most  senior  lawyers  in  the  PGT  are  among  the  most  highly  paid  of  all  PGT 
staff,  including  the  executive  office.  There  is  a  growing  perception  that  the 
output  generated  by  these  staff  members  does  not  justify  their  salaries. 

Options25 


significant  reduction  in  FTEs  in  legal 
department  (reduction  from  1 6  to  3  PTE,  with 
corresponding  budget  savings) 

the  individual  for  whom  the  services  are 
provided  would  bear  the  cost  rather  than  the 
costs  of  litigation  being  subsidized  by  the  fees 
collected  from  all  clients 


necessary  to  appoint  a  provincial  panel  of 

lawyers  who  would  require  training  by  the 

PGT  in  protocol,  client  sensitivity,  etc. 

experience  with  outsourcing  has  shown: 

•  PGT  clients  are  by  nature  difficult  to  deal 
with,  and  it  may  be  difficult  to  find  lawyers 
willing  or  able  to  deal  with  them 

•  rates  of  external  lawyers  are  usually  a 
minimum  of  $175 -$191  per  hour  (the 
latter  being  the  maximum  amount 
allowed  by  MAG  for  external  retainers). 
Either  of  these  rates  exceeds  the  current 
rates  of  most  in-house  counsel 

•  reporting  standards  from  external  lawyers 
are  poor 

•  would  be  necessary  to  closely  monitor  the 
work  of  the  external  lawyer.  Since  a 
lawyer  would  be  required  to  monitor  tne 
work  of  the  external  legal  service 
provider,  the  PGT  would  be  paying  twice 

•  funding  for  impecunious  clients 
(approximately  50%  -  75%  of  all  cases) 
would  continue  to  be  borne  by  the  PGT 

severely  limits  the  legal  expertise  of  the  PGT 

and  thereby  increases  potential  liability 


Option  J: 


Contract  out  at!  litigation  services  (except  guardianship  applications) 


Pros 


Cons 


25  See  "Business  Planning  and  Reengineering  Projects:  Options  for  Delivery  of  Litigation  Sen/ices",  prepared  by 
L.  Redden 
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retaining  client  litigation  and  guardianship 
applications  maximizes  the  revenue  potential 
of  legal  services 

retains  provision  of  legal  services  to  existing 
PGT  clients 

•  litigation  guardian  and  legal 
representative  services  are  often 
provided  for  individuals  who  would 
otherwise  not  be  PGT  clients 

•  this  raises  the  question  as  to  whether  the 
PGT  -  particularly  if  it  becomes  a  not-for- 
profit  organization  -  should  be  the  body 
responsible  for  providing  these  services 


only  a  small  percentage  of  litigation  guardian 
and  legal  representative  clients  are  in  a 
position  to  compensate  the  PGT  for  legal 
services.  Implementation  of  this  option 
would  result  in  the  PGT  pdying  the  external 
lawyers  for  their  services. 

if  the  PGT  as  a  not-for-profit  agency  is  not  the 
most  appropriate  body  to  provide  litigation 
guardianship  or  legal  representative  services 
to  “non-PGT  clients",  it  is  not  logical  for  the 
PGT  to  be  responsible  for  outsourcing  these 
sen/ices.  In  other  words,  provision  of  this 
service  should  remain  the  mandate  of  the 
Attorney  General,  rather  than  the  PGT  as  a 
not-for-profit  corporation. 

because  of  ALOC  agreement,  the  lawyers 
who  would  be  surplussed  would  be  the  most 
junior 

•  eliminates  productive  junior  staff 

•  does  not  address  the  sdlary/  performance 
concerns  regarding  senior  legal  staff 


Option  2: 


Contract  out  litigation  guardian  and  legal  representative  services 
Retain  client  litigation  and  guardianship  applications 


Pros 


Cons 


•  reduces  FTEs  by  approximately  3  lawyers 
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Option  3: 

Cease  to  do  litigation  guardian  and  legal  representative  matters. 

Pros 

Cons 

•  eliminates  provision  of  a  generally  non 
profitable  sen/ice  to  a  group  of  individuals 
who  otherwise  would  not  be  PGT  clients 

•  refocuses  the  provision  of  legal  services  by 
the  PGT  on  “core"  PGT  clients 

•  litigation  guardian  and  legal 
representative  services  are  essentially 
stand  alone  (i.e.  they  exist  in  isolation  from 
the  core  PGT  business) 

•  it  seems  that  the  PGT  has  “inherited" 
responsibility  for  these  sen/ices  as  a 
function  of  its  place  in  MAG,  rather  than 
as  a  logical  addition  to  its  core  trust 
business.  It  is  not  clear  that  responsibility 
for  these  services  would  logically  follow 
the  PGT  as  a  not-for-profit  agency 

•  in  order  to  implement  this  option,  a  statutory 
amendment  to  the  Public  Guardian  and 

Trustee  Act  is  recommended  in  addition  to 
the  following  changes  to  the  Rules  of  Court: 

•  the  Rules  of  Civil  Procedure  (General 
Division) 

•  Unified  Family  Court  rules 

•  Provincial  Court  (Family  Division)  rules 

•  Rules  of  Small  Claims  Court 

•  it  is  anticipated  that  a  request  for  these 
changes  would  not  be  welcomed  by  the 
respective  rules  committees  and  could 
potentially  be  refused 

•  if  the  changes  were  granted,  there  would 
likely  be  no  other  part  of  government  or 
private  sector  willing  to  act  in  this  public 
interest  role.  This  would  have  a  direct  impact 
on  the  administration  of  justice  since  cases 
cannot  proceed  where  a  party  under 
disability  does  not  have  a  litigation  guardian 
and  counsel 

•  the  extent  to  which  the  PGT  as  an 
external,  not-for-profit  agency  should  be 
concerned  with  the  administration  of 
justice  is  undetermined 

•  the  termination  of  litigation  guardian  cases 
woulc  require: 

•  a  ceriod  of  wind-up  and  conclusion  of 
existing  cases  (up  to  2  years) 

•  active  monitoring  and  response  to 
continued  requests  to  act  in  this  role 
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Option  4: 

Contract  out  all  litigation  where  client  is  able  to  pay. 

Retain  litigation  guardian  and  legal  representative 

Pros 

Cons 

•  provision  of  legal  services  to  all  current 
litigation  clients  can  continue 

•  client  receiving  litigation  services  bears  the 
full  cost  of  those  services 

•  PGT  is  more  likely  to  be  able  to  recover  costs 
of  litigation  from  client  litigation  cases  than 
from  litigation  guardian  or  legal 
representative 

•  outsources  services  provided  to  core  PGT 
clients  while  retaining  responsibility  for 
individuals  who  otherwise  would  not  be  PGT 
clients 

•  past  experience  with  outsourcing  legal 
services  showed  an  increase  in  cost  and 
difficulties  in  monitoring  and  controlling  the 
output  of  the  contracted  law  firm 

•  the  effectiveness  of  the  outsourced 
relationship  could  perhaps  have  been 
improved  by  better  establishing  the 
details  of  the  relationship  (cost, 
expectations,  deliverables,  reporting 
relationship,  etc.) 

•  confuses  the  responsibilities  of  the  PGT, 
particularly  as  a  not-for-profit  corporation 

•  provision  of  litigation  guardian  or  legal 
representative  services  is  not  necessarily 
consistent  with  the  PGT's  trust  business 

Option  5: 

If  PGT  becomes  a  not-for-profit  corporation,  retain  ait  litigation  services  within  PGT 
and  seek  transfer  payment  for  costs  of  litigation  guardian  and  legal 
representative 

Pros 

Cons 

•  retains  provision  of  litigation  services  to  all 
current  PGT  clients 

•  establishes  the  nature  of  litigation  guardian/ 
legal  representative  services 

•  funding  comes  from  the  government, 
establishing  its  responsibility  to  provide  the 
service  as  a  public  service  rather  than  the 
PGT 

•  PGT  is  a  service  provider  rather  than  the 
party  responsible  for  ensuring  the  service 
is  provided.  As  such,  provision  of  these 
services  becomes  one  more  line  of 
business  for  the  PGT  as  opposed  to  a 
remnant  of  its  former  mandate. 


negotiation  of  transfer  payments  to  cover  the 
cost  of  the  sen/ice  would  be  difficult 

notwithstanding  the  historical  provision  of 
legal  services  to  existing  clients  and  for  the 
protection  of  the  public  interest,  the  PGT’s 
core  business  is  in  the  administration  of  trusts 
for  incapable  people.  Subsequently  the 
focus  should  be  on  enhancing  the  services 
offered  in  that  line  of  business  rather  than  the 
continued  provision  of  legal  services  to 
individuals  who  would  otherwise  not  be  PGT 
clients. 


04/25/97 

Page  1 14 

KOCAWA 


Public  Guardian  &  Trustee: 

Report  on  Reengineering 


Recommended  Action 

•  in  the  short  term  (i.e.  as  long  as  the  PGT  remains  within  government)  increased 
outsourcing  is  not  recommended 

-  there  are  serious  reservations  at  senior  levels  regarding  both  the  cost 
effectiveness  and  the  quality  of  product  resulting  from  outsourced  legal 
services 

•  the  PGT  should  continue  to  outsource  legal  work  where  appropriate 

-  although  there  are  criteria  that  govern  how  and  why  legal  work  is 
outsourced,  the  PGT  could  likely  benefit  from  a  better  defined  procedure 
that  would  establish  a  process  for  selecting  which  external  law  firm  is 
chosen  to  provide  services 

-  this  procedure  would  also  help  to  ensure  that  the  awarding  of  external 
legal  contracts  can  be  shown  to  follow  a  consistent  (and  equitable) 
process 

•  in  the  long  term  (i.e.  when  the  PGT  exists  outside  of  government)  the  PGT's  role  in 
litigation  guardian/legal  representative  cases  requires  careful  scrutiny 

-  at  a  minimum,  the  government  snould  fund  the  provision  of  these 
services  through  transfer  payments.  Litigation  guardian/legal 
representative  work  is  done  as  a  public  service.  As  such,  the  government 
should  be  responsible  for  funding. 

-  ideally,  the  PGT  will  focus  its  attention  on  its  core  trust  business  and 
extract  itself  from  litigation  guardian/legal  representative  work  which  is 
both  time  consuming  and  generally  unprofitable 

Professional  Standards:  Legal  Services 

Description 

r 

v 

•  the  legal  department  of  the  PGT  is  conceptually  an  in-house  law  firm,  providing 
a  wide  range  of  services  to  clients 

•  although  certain  characteristics  of  a  private  law  firm  exist,  the  legal  department 
-  as  an  entity  within  a  government  department  -  has  a  "public  service" 
orientation.  As  a  result,  and  because  of  the  nature  of  people  this  orientation 
attracts,  the  PGT’s  legal  department  does  not  nave  the  professional  rigour  one 
might  expect  of  a  private  law  firm. 

Current  Situation 


•  docketing  &  billing 

-  lawyers  are  required  to  docket  their  time 
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-  there  is  some  hesitancy  to  bill  vulnerable  clients  for  the  legal  work  done 
on  their  behalf.  Not  docketing  time  spent  on  a  case  effectively  writes  off 
the  legal  bill.  However,  the  option  of  writing  off  legal  bills  should  belong 
to  the  Legal  Director  rather  than  to  individual  lawyers. 

-  the  system  used  to  docket  time  (TimePro)  is  a  source  of  frustration  and 
irritation  for  the  majority  of  the  legal  staff.  The  PGT  is  currently  evaluating 
a  number  of  other  systems  as  replacements  for  TimePro. 

-  lawyers  are  often  called  upon  by  client  reps  or  others  in  the  PGT  to 
provide  legal  advice.  In  some  cases,  this  can  legitimately  be  charged  to 
the  client's  account.  In  other  cases,  lawyers  feel  some  hesitancy  in 
billing  for  this  time  as  the  advice  may  be  more  reflective  of  a  lack  of 
training  on  the  part  of  the  inquirer  than  a  need  for  legal  advice. 

•  revenue  tracking 

-  a  serious  limitation  now  facing  the  legal  department  is  the  inability  to 
accurately  track  revenues  earned  from  legal  services.  It  is  not  possible  to 
segregate  litigation  revenue  from  client  solicitation  revenue,  and  as  a 
result  it  is  not  possible  to  determine  the  profitability  of  the  PGT’s  “in 
house"  law  firm 

Recommended  Action 


•  the  inability  to  accurately  track  litigation  revenue  is  a  severe  limitation.  The 
feasibility  of  outsourcing  litigation  -  either  in  whole  or  on  a  piece  by  piece  basis  - 
is  difficult  to  determine  given  the  lack  of  revenue  information 

-  while  it  may  be  difficult  to  obtain  past  revenue  information, 
implementing  new  G/L  numbers  specifically  for  litigation  billing  should 
improve  the  ability  to  track  profitability  from  this  point  forward 

•  changes  to  docketing  and  billing  attitudes  involve  significant  cultural  shifts 

-  as  mentioned  earlier,  some  legal  staff  in  the  PGT  place  a  high  value  on 
the  public  service  aspect  of  their  position  and  w$re  attracted  by  the 
PGT's  role  in  serving  the  incapable  rather  than  the  profit  orientation  of 
private  law  firms.  This  is  a  powerful  cultural  obstacle  to  increasing  the 
level  of  professional  standards  of  legal  staff  at  the  PGT. 

-  as  with  any  significant  change,  demanding  more  rigor  in  docketing  and 
billing  will  require  additional  attention  from  management  to  evaluate 
and  reward  (where  possible)  performance  in  these  areas 

-  if  management  does  not  treat  these  areas  as  important  (i.e.  consistently 
pay  attention  to  them)  no  significant  improvement  in  the  professional 
standards  of  the  Legal  Department  can  be  reasonably  expected 

-  docketing  and  billing  are  clearly  important,  however,  and  will  become 
more  so  should  the  PGT  devolve  from  government.  Management  of  the 
Legal  Department  should  begin  to  lay  the  groundwork  for  what  will 
almost  certainly  be  a  more  profit  oriented  future  environment  by: 
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-  enforcing  docketing  of  all  legal  time 

-  obtaining  the  means  to  accurately  track  revenue  and  profit  as  a 
unit  and  on  a  lawyer  by  lawyer  basis 

Relationship  of  the  Charitable  Properties  Division  to  PGT 

Description 


•  the  Charitable  Properties  Division  protects  the  benefit  the  general  public  is 
supposed  to  receive  from  charitable  property  by,  among  other  things: 

-  ensuring  that  the  administration  of  estates  involving  charitable  gifts  is 
appropriate 

-  ensuring  that  charities  use  proceeds  for  the  purposes  intended  by  the 
giver 

•  this  protection  of  charitable  interests  in  property  has  a  long  history  of  association 
with  the  Public  Trustee's  office  and  now  with  the  PGT 

Current  Situation 


•  Charitable  Properties  Division  is  effectively  a  stand  alone  entity: 

-  maintains  offices  separate  from  the  PGT 

-  uses  a  separate,  stand  alone  computer  system 

-  staff  have  very  limited  need  for  access  to  TAMS 

-  has  a  file  numbering  system  distinct  from  the  PGT  and  maintains  files  on 
its  own  site 
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Options 


Option  1: 

Set  up  an  independent  agency  within  government  to  fulfill  the  role  of  the 

Charitable  Properties  Division 

Pros 

Cons 

•  maintains  the  important  role  played  by  the 
division 

•  although  there  is  an  historical  relationship 
between  the  protection  of  charitable 
interests  and  the  PGT.  the  logical  fit  of  the 
division  within  the  scope  of  the  PGT’s  core 
business  is  questionable 

•  the  division  has  a  unique  set  of  customers, 
with  no  direct  linkage  to  vulnerable 
persons 

•  the  division  is  more  related  to  regulation 
or  monitoring  than  to  a  trust  oriented 
business 

•  appropriate  if  recommendations  of  Business 
Planning  Project  are  implemented  and  PGT 
becomes  an  organization  outside  of 
government 

•  role  of  Charitable  Properties  Division  is 
protection  of  public  interests.  This  is  a  role 
probably  best  served  by  an  entity  within 
government 

•  clarifies  the  mission  and  organization  of 

PGT  and  helps  to  focus  attention  on  core 
trust  businesses 

•  reduces  the  PGT’s  budget  by  approximately 
$500  K 

•  note:  This  would  not  be  a  net  savings  to 
government  as  an  independent  agency 
would  have  roughly  equivalent  costs. 

•  will  require  extensive  legislative  change 

•  may  create  some  fear  that  the  protection  of 
charitable  interests  is  being  downgraded  by 
the  government 

•  as  an  independent  agency,  the  Charitable 
Properties  Division  may  not  have  the 
resources  to  adequately  protect  the  interests 
of  charities  against  a  well  funded  opponent 
(e.g.  Ballard  Case) 

r 

V 
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Option  2: 

Retain  as  part  of  PGT 

Pros 

Cons 

•  maintains  consistency  in  the  protection  of 
charitable  interests 

•  necessary  for  the  PGT  to  continue  funding  the 
operations  of  the  division 

•  maintains  the  historical  connection  between 
charitable  interests  and  the  PGT 

•  as  mentioned  above,  protection  of 

charitable  interests  -  although  important  -  is 
not  an  obvious  fit  with  the  core  business  of 
the  PGT 

•  protection  of  charitable  interests  would  be 
performed  by  an  entity  outside  of 
government,  if  the  recommendations  of  the 
Business  Planning  Project  are  implemented 

•  this  monitoring/regulatory  role  is  one  best 
performed  by  an  entity  within 
government 

Option  3:  Eliminate  the  function 

Pros 

Cons 

•  saves  the  PGT  approximately  $500  K  annually 

•  elimination  of  the  function  would  result  in 
a  net  savings  to  government  of  $500K 

•  would  likely  be  perceived  as  an 
abandonment  of  charities  by  the 
government 

•  as  the  Harold  Ballard  case  shows,  the 
potential  benefit  to  charities  -  and  the  public 
at  large  -  of  continuing  to  protect  charitable 
interests  is  very  substantial 

Recommended  Action 

•  creation  of  an  independent  agency  (Option  1)  is  recommended 

-  to  a  large  extent,  the  Charitable  Properties  Division  already  functions  as 
an  entity  separate  from  the  PGT 

-  creating  an  entity  whose  core  business  was  the  protection  of  charitable 
interests  may  make  it  possible  to  expand  the  current  role  of  the 
Charitable  Properties  Division 

-  focuses  attention  and  resources  of  PGT  on  areas  that  are  more  closely 
related  to  the  core  trust  business 

Note:  The  PGT  is  currently  proceeding  with  an  investigation  of  the  steps  necessary 

to  create  an  independent  agency  for  the  protection  of  charitable  interests. 
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Potential  New  Business 

In  addition  to  the  PGT's  existing  lines  of  business,  new  service  options  are  being 
evaluated.  These  additional  sources  of  revenue  will  become  particularly  important  to 
the  survival  of  the  PGT  as  an  entity  independent  of  the  government26.  Both  the  systems 
and  processes  by  which  these  new  services  will  be  delivered  have  yet  to  be  developed. 
In  general  terms,  however,  the  main  sources  of  new  income  will  likely  come  from: 


Wills  Registry 

•  a  potential  future  business  would  be  the  creation  and  maintenance  of  a  central 
registry  of  all  wills  probated  in  the  Province  of  Ontario 

-  would  provide  a  standard,  central  record  of  all  wills 

-  consistent  with  the  PGT's  overall  program  of  educating  the  public  about 
estates  and  Power  of  Attorney  planning 

•  it  is  possible  that  the  PGT  would  outsource  maintenance/operation  of  this  registry 

•  the  registry  system  would  be  accessed  from  across  the  province 

•  revenue  generated  would  come  from  a  flat  fee  collected  at  the  time  a  will  is 
registered 


Power  of  Attorney  Registry 

•  similar  to  the  Wills  Registry,  a  Power  of  Attorney  registry  would  provide  a  ready 
reference  to  all  Powers  of  Attorney  in  the  province 

-  consistent  with  the  PGT's  overall  program  of  educating  the  public  about 
estates  and  Power  of  Attorney  planning  ' 

•  the  PGT  currently  distributes  Power  of  Attorney  kits  to  the  public.  However,  there 
is  no  central  registry  to  assist  in  clarifying  whether  guardianship  has  been 
established 

•  revenue  from  the  program  would  be  generated  on  a  flat  fee  basis  at  the  time 
the  Power  of  Attorney  is  registered  in  the  system 

•  it  is  possible  that  the  PGT  would  outsource  maintenance/operation  of  this  registry 

•  the  registry  system  would  be  accessed  from  across  the  province 


24  The  reader  is  referred  to  materials  from  the  Business  Planning  Project,  which  would  provide  a  more  complete 
description  and  analysis  of  these  new  revenue  initiatives. 
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Alternative  Trust  Business 

•  as  an  entity  outside  of  government,  there  may  be  potential  markets  for  the 
PGT's  trust  services  on  a  non-last  resort  basis  for  clients  that  fall  below  the 
financial  threshold  of  private  trust  companies 

-  in  general,  private  trust  companies  have  a  minimum  threshold  of 
approximately  $150,000.  Below  that  amount,  client  assets/estates  are 
not  considered  profitable. 

•  the  PGT  has  existing  infrastructure  that  can  be  leveraged  to  provide  services  to 
this  market,  while  generating  revenue  for  the  organization 

•  entering  this  business  should  not  be  seen  as  direct  competition  with  private  trust 
companies  as  the  target  clients  would  not  fit  the  profile  of  the  private  institutions 

Issues  to  be  Addressed 

•  while  there  may  be  a  market  for  this  service,  no  substantive  research  has  yet 
been  done  to: 

-  determine  the  potential  size  of  the  market 

-  identify  the  needs  and  expectations  of  the  market 

•  perhaps  a  bigger  question  is  whether  the  PGT  is  in  a  position  with 
its  staff  and  technology  to  meet  the  needs  of  a  private  market 
used  to  dealing  with  private  organizations  and  the  level  of  service 
they  typically  provide 

-  identify  the  willingness  of  the  market  to  pay  for  sen/ices,  or  how  much  the 
market  would  be  willing  to  pay 

-  anticipate  the  likely  competitive  response  of  private  trust  companies 

-  assess  the  profitability  of  this  segment  of  the  market 

¥ 

•  the  PGT  has  absolutely  no  experience  in  marketing  a  trust  business 

-  current  clients  are  essentially  a  "captive"  market,  requiring  no  advertising 
or  marketing  to  attract  the  business 

-  building  an  alternative  trust  business  will  require  a  substantial  amount  of 
communication  and  education  for  clients  to  evaluate  whether  the 
proposed  services  are  required/desired 

-  if  alternative  trusts  are  to  be  pursued  there  is  a  clear  need  to  recruit 
marketing  and  customer  sen/ice  expertise  from  the  trust  industry  to 
ensure  that  the  PGT  in  its  new  incarnation  is  prepared  for  the  demands 
of  private  business 

•  there  is  a  risk  that  -  over  time  -  alternative  trusts  may  weaken  the  PGT's 
commitment  to  service  to  incapable  persons 
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Downsizing  as  a  Result  of  1997/98  Budget  Constraint 


The  following  table  summarizes  reductions  recommended  in  support  of  the  PGT’s  efforts  to 
meet  its  budget  constraint  for  fiscal  1997/98: 


FTE 

SAVIN 
$  1997/98 

GS  ($000) 

$  Annual'zd 

ISSUES/COMMENTS 

A  DQWNSIZING/REDESSGN 

Restructure  and  Reduction  of  Finance/ 
Absorption  of  AOC 

Downsize  AOC 

4 

143 

156 

-  savings  dependent  on  passage  of  Bill  61 

-  changes  to  information  systems  required 

Downsize  Trust  Accounting 

10 

169 

338 

-  changes  to  information  systems  required 

Downsize  Legal  Services 

1 

91 

41 

-  downsizing  of  legal  administrative 
support 

-  savings  realized  from  not  backfilling  mat. 
leaves 

Eliminate  Client  Services  Vacancies 

7 

296 

296 

Savings  from  Maternity 
Leave/Secondments  (Cl  Svcs) 

- 

88 

- 

-  savings  realized  by  not  backfilling  mat. 
leaves 

Downsize  Treatment  Decisions 

4 

210 

181 

-  increase  in  caseload  of  staff  in  unit  with  a 
corresponding  increase  in  turnaround 
time 

Reduce  Administrative  Support  in 
Regional  Offices 

5 

178 

194 

Eliminate  Vacancies  in  Screening  of 
Private  Guardians 

1.5 

63 

69 

Downsize  Asset  Administration  Unit 

2 

80 

87 

-  increase  in  workload  for  Client  Reps 

Reduce  Number  of  Client  Rep 

Assistants 

8 

325 

354 

-  reduced  support  resources  creates 
increase  in  workload  for  Client  Reps 

Downsize  File  Management/Intake 
Records 

2 

71 

78 

-  distribution  of  workload  to  Client  Reps 
and  Client  Rep  Assistants 

Restructure  Charitable  Properties 
Division 

- 

21 

23 

-  replacement  of  Chartered  Accountant 
with  a  law  clerk/paralegal 

Savings  from  Secondment  (Intake 

Legal) 

- 

88 

59 

-  savings  realized  from  not  backfilling 
secondments/elimination  of  one  position 

TOTAL  DOWNSIZING/REDESIGNING 

45 

1,824 

1,876 
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B  OUTSOURCE  SERVICES 

Outsource  Security  Administration 

4 

131 

158 

Fund  Capacity  Assessment  on  Fee  for 
Service  Basis 

- 

29 

32 

TOTAL  OUTSOURCING 

4 

160 

189 

C  SHIFT  RESPONSIBILITY  ELSE\ 
BROADER  PUBLIC  SECTOR 

Resign  Responsibility  for  Clients  in 
Facilities  who 

Receive  Only  FBA/PNA 

VHERE 

5 

IN  GOVE 

193 

RNMENT 0 

257 

R  THE 

-  requires  support  of  Ministry  of  Health, 
MCSS  and  service  providers 

-  there  are  policy  and  communication 
issues  to  be  addressed  on  an  inter- 
ministerial  basis 

|  TOTAL  IDENTIFIED  SAVINGS 

53.5 

2,176  2|323j 
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Contract  Out  Investigations  -  Cost/Benefit 

As  part  of  the  PGT’s  1997/98  constraint  exercise,  the  outsourcing  of  investigations  -  both  Guardianship 
&  Trust  -  in  the  Toronto  area  has  been  proposed.  The  proposal  would  have  the  PGT  retain 
investigators  in  the  Regional  Offices  to  perform  both  types  of  investigations  outside  of  the  Toronto 
area. 


Trust/Crown  Investigations 

The  study  conducted  by  F.  Butt  on  outsourcing  suggests  that  there  are  private  companies  who 
would  be  interested  in  and  capable  of  providing  investigatory  services  to  the  PGT.  Investigators 
in  the  regional  offices  do  both  trust  &  guardicrsnip  investigations.  The  difficulty  in  decoupling 
these  activities  led  to  a  consideration  of  outsourcing  investigations  only  in  the  greater  Toronto 
area. 

1 .  Trust  companies  do  investigations  on  their  new  client  files27.  However,  the  nature  of  the  client’s 
premises,  and  therefore  the  amount  and  type  of  work  required,  is  substantially  different. 

2.  There  may  be  private  investigation  firms  that  could  be  contracted  to  do  the  PGT’s 
investigatory  work.  The  work  involved  in  PGT  investigations  is  different  than  that  typically 
done  by  private  investigation  firms.  However,  it  is  likely  that  a  willing  contractor  could  be 
found. 

3.  A  third  option  would  be  to  contract  with  specific  individuals  to  do  investigations.  The  PGT  is 
currently  handling  overflow  work  through  contracts  with  retired  employees.  For  the  purposes 
of  the  cost/benefit  analysis,  it  was  assumed  that  similar  arrangements  could  be  made  with 
selected  PGT  investigators,  thereby  retaining  their  expertise  on  a  fee  for  service  basis.  A 
potential  problem  with  this  option  is  how  Revenue  Canada  would  view  the  relationship 
between  the  PGT  and  the  investigators.  This  could  have  significant  tax  implications  for  the 
investigators  and  make  the  option  unattractive. 

The  following  table  is  a  cost  benefit  analysis  of  the  third  option  above,  which  is  the  lowest  cost 
alternative.  An  hourly  rate  of  $30  has  been  assumed.  However,  when  the  costs  of  travel  time  and 
expenses  are  included,  the  effective  rate  is  arouna  $64/hr.28 


TRUST  INVESTIGATIONS 

($000) 

Current  Cost  of  Direct  Delivery 

Salaries 

152 

Benefits 

26 

ODOE  (Travel) 

15 

TOTAL 

193 

Revenue  Received 

120 

Net  Cost  (A) 

73 

Cost  of  Contracting  Out 

Contractor  Cost  (@$30/hour) 

128 

Revenue  Received 

120 

Net  Cost  (B) 

(8) 

Total  Net  Benefit  of  Contracting 
Out  Trust  Investigations  ( A-B) 

66 

27  Note:  Trust  Companies  do  not  charge  clients  separately  for  investigations.  Trust  Officers  conduct  the 
investigation  as  part  of  managing  the  account,  and  the  costs  of  fhe  investigation  are  considered  to  be 
recovered  from  the  standard  management  fee. 


28  See  Table  of  Assumptions  at  the  end  of  Appendix  B 
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Guardianship  investigations 

Guardianship  investigations  involve  a  different  set  of  skills  than  Trust/Crown  investigations.  This 
would  make  it  difficult  to  contract  botr.  types  of  investigations  to  the  same  firm(s).  However,  it 
may  be  possible  to  contract  with  socici  workers  or  other  individuals  with  similar  skills  and 
experience  to  do  the  PGT’s  guardianship  investigations. 

The  Ontario  Association  of  Social  Workers  estimated  that  the  hourly  rate  for  a  person  with  the 
necessary  skills  ana  experience  to  do  Guardianship  investigations  would  range  from  $80  -  $130. 
The  following  cost  benefit  analysis  assumes  $75/hour  -  a  slight  discount  from  the  low  end  of  the 
range.  When  the  costs  of  travel  time  and  expenses  are  included,  the  effective  rate  is  around 
$  1 30/hour. 


GUARDIANSHIP  INVESTIGATIONS 

($000) 

Cost  of  Direct  Desvery 

Salaries 

152 

Benefits 

26 

ODOE  (Travel) 

15 

TOTAL 

193 

Revenue  Received 

25 

Net  Cost  (A) 

168 

Cost  of  Contracting  Out 

Contractor  Cost  (@  $75/hour) 

268 

Revenue  Received 

25 

Net  Cost  (B) 

(243) 

Total  Net  Benefit  of  Contracting 

Out  Guardianship  Investigations 

1±2J _ 

(75) 

SUMMARY 


Total  Net  Benefit  of  Contracting  Out 
Trust  Investigations  (A-B) 

66 

Total  Net  Benefit  of  Contracting  Out 
Guardianship  Investigations  (A-B) 

(75) 

TOTAL 

_ 121 

As  the  summary  table  above  shows,  there  is  a  small  negative  impact  of  outsourcing  investigations. 
This  suggests  that,  on  the  basis  of  cost  alone,  investigations  should  not  be  contracted  out. 


04/25/97 

Page  125 

fell 

KOCAWA 


Public  Guardian  &  Trustee: 
Report  on  Reengineering 
APPENDIX  B:  Outsource  Trust  Investigations  -  Assumptions 


04/25/97  Page  126 


Public  Guardian  &  Trustee: 
Report  on  Reengineering 
APPENDIX  C  -  “Sell  Real  Estate  Assets" 

The  following  is  a  description  of  the  process  maps  provided  at  the  end  of  this  appendix. 


1  .o  Sell  real  Estate 


1 . 1  Initiate  Sale  of  Real  Estate 


1.1.1  Develop  Plan  of  Action 
Position:  Client  Rep 

•  upon  receipt  of  the  Asset  Survey  (from  the  Trust  Investigation)  and  the 
Royal  LePage  property  report,  the  Client  Rep  will  begin  to  develop  a  plan 
of  action  for  the  client’s  property 

•  an  important  factor  in  this  plan  is  the  opinion  of  the  client’s  physician 
regarding  whether  the  client  will  ever  return  to  live  in  the  property.  The 
physician's  opinion  would  generally  already  have  been  obtained  by  this 
point.  However,  a  new  opinion  must  be  obtained  if  the  existing  one  is  more 
than  6  months  old. 

•  the  client's  financial  situation  is  also  taken  into  consideration  (i.e.  are  liquid 
funds  more  immediately  important  than  the  property) 

•  the  client  and/or  their  family  is  asked  for  input  regarding  the  sale  of  the  real 
estate 

1.1.2  Complete  Appro  vat  to  Sell  Property  Form 
Position:  Client  Rep 

•  if  the  property  is  to  be  sold,  the  Client  Rep  completes  a  Sell  Property  Form. 
This  form  along  with  the  medical  opinion.  Royal  LePage  report  on  the 
property  and  any  input  from  the  client  or  family  members  is  forwarded  to 
the  Program  Manager  for  approval. 

v 

•  because  of  the  volume  of  hard  copy  documents  included  in  the  package, 
it  would  be  difficult  to  send  the  Sell  Property  Form  electronically 

•  the  Client  Rep  will  indicate  the  status  of  the  property  (i.e.  that  a 
recommendation  to  sell  has  been  made)  on  the  Real  Estate  Monitoring 
System 

Note: 

•  A  MS  Access  system  already  exists  that  would  provide  the  basic 
functionality  for  this  Real  Estate  Monitoring  System. 

•  The  system  would  not  require  on  line  access.  Instead,  local  copies  of  the 
database  could  reside  in  each  regional  office  with  regular  submissions  of 
data  to  the  property  monitoring  role  within  the  recommended  Centralized 
Support  Group.  Monthly  updates  of  the  centralized  database  would  likely 
provide  sufficient  data  for  monitoring  property  sales. 
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/.  1.3  Review  and  Approve/Reject  Form 

Position:  Program  Manager 

•  the  Program  Manager  reviews  the  Sell  Property  Form  and  the 
accompanying  package  of  information 

•  it  is  rare  that  the  Program  Manager  would  disagree  with  a 
recommendation  to  sell  real  estate.  The  package  might  be  returned  to 
the  Client  Rep  with  directions  to  obtain  additional  information  to  support 
the  recommendation,  however. 

•  approved  packages  are  forwarded  to  either  the  Manager  of  Integrated 
Client  Services  or  to  the  Client  Services  Solicitors  Team  Leader 


Note:  Although  the  Program  Manager  rarely  disagrees  with  the  Client 
Rep’s  recommendation,  there  is  still  value  in  this  activity: 

•  Program  Manager  becomes  more  familiar  with  the  activities  undertaken 
by  Client  Reps 

•  Program  Manager  has  an  opportunity  to  review  the  quality  of  the  Client 
Rep's  work 

•  helps  to  screen  out  incorrect/incomplete/inappropriate  recommendations 
for  sale  prior  to  review  by  more  senior  level  officers 


1.1.4  Appro  ve /Reject  Sale 

Position:  "Committee"  (Manager  of  Integrated  Client  Services,  Client  Services  Solicitor 

Team  Leader) 

•  if  it  is  felt  that  the  sale  of  the  property  is  potentially  contentious,  the 
Committee  may  ask  for  more  information  from  the  Client  Rep.  However,  it 
would  be  rare  for  the  Committee  to  reject  a  sale  outright. 

•  if  the  committee  approves  the  sale,  the  process  of  selling  the  property 
begins 

Note:  This  review  by  the  committee  is  important  Tor  a  different  set  of 
reasons  than  the  review  by  the  Program  Manager: 

•  provides  insight  into  the  performance  of  both  Client  Reps  and  Program 
Managers,  (some  Program  Managers  are  relatively  new  to  their  positions) 

•  this  review  is  protection  from  a  property  being  sold  inappropriately.  Both 
members  of  the  Committee  are  lawyers  and  are  very  experienced.  Ther 
review  of  prospective  sales  is  important  to  ensure  that  no  errors  are  made 
which  could  potentially  expose  the  PGT  to  litigation. 
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1 .2  List  Property 

1.2. 1  Request  Appraisals  of  Property 
Position:  Client  Rep 

•  upon  receiving  the  Committee's  approval  to  sell  property,  the  Client  Rep 
will  contact  the  Royal  LePage  to  request  3  appraisals  of  the  properly. 

Royal  LePage  will  perform  1  appraisal  and  make  arrangements  with  other 
real  estate  companies  for  the  other  2. 

Note: 

•  In  the  current  process,  an  Asset  Administration  Clerk  would  centrally 
coordinate  the  sale  including  all  direct  contact  with  the  real  estate 
company. 

•  It  has  been  recommended  that  coordination  of  property  sales  be 
decentralized  to  the  Client  Reps  and  it  is  at  this  point  in  the  process  that 
the  redesigned  process  implements  this  recommendation. 

1.2.2  Review  Appraisals/Recommend  Selling  Price 
Position:  Client  Rep 

•  in  the  redesigned  process,  the  Client  Rep  will  receive  the  appraisals  directly 
from  the  real  estate  company 

•  the  Client  Rep  will  review  the  appraisals  and  make  a  recommendation  for 
a  selling  price  based  on  those  appraisals 

•  the  Client  Rep  will  enter  the  appraisals  and  the  recommended  selling  price 
on  the  Real  Estate  Monitoring  System 

Note: 

•  Formerly  the  Real  Estate  Sales  Clerk  was  responsible  for  recommending  a 
selling  price.  However,  this  clerk  is  not  familiar  with  the  client's  financial 
situation  or  any  special  circumstances  that  may  make  a  “fast"  sale  of  the 
property  desirable.  The  Client  Rep  is  in  a  much  better  position  to  assess  the 
urgency  of  the  sale  and  to  recommend  a  selling  price  accordingly. 

•  The  recommended  selling  price  is  based  on  the  3  appraisals  received, 
implying  that  there  is  no  specialized  skill  or  expertise  required  to 
recommend  a  selling  price 

•  Client  Reps  expressed  concern  about  their  lack  of  involvement  in  the  sale 
of  property  once  a  decision  to  sell  was  made.  Implementation  of  this 
recommendation  directly  involves  the  Client  Reps  in  all  aspects  of  the  sale. 


1.2.3  Re  vie  w/. Appro  ve  Selling  Price 
Position:  Program  Manager 

•  the  Program  Manager  will  review  the  selling  price  recommended  by  the 
Client  Rep 
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•  this  review  will  likely  take  place  in  a  conversation  between  the  Client  Rep 
and  the  Program  Manager 

Note: 

•  The  point  of  this  review  is  not  to  "check  up"  on  the  Client  Rep,  but  rather  to 
ensure  that  the  Program  Manager  is  aware  of  what  is  happening  on  the 
sale  of  property  and  becomes  familiar  with  the  caseload  and 
performance  of  the  Client  Rep. 


1.2. 4  Notify  Real  Estate  Company  (Royal  LePage) 

Position:  Client  Rep 

•  the  Client  Rep  will  contact  Royal  LePage  to  inform  them  of  the 
recommended  selling  price  (i.e.  the  price  at  which  Royal  LePage  will  list  the 
property 

•  the  Client  Rep  will  also  enter  the  recommended  selling  price  on  the  Real 
Estate  Monitoring  System  and  indicate  that  the  property  has  been  listed  at 
that  price 

1.2.5  Sign/Return  Listing  Agreement 
Position:  Client  Rep 

•  Royal  LePage  forwards  a  listing  agreement  to  the  PGT  with  the 
recommended  selling  price  and  other  details  of  the  sale  indicated 

•  the  Client  Rep  will  be  responsible  for  reviewing  and  signing  the  listing 
agreement 

•  the  fact  that  the  listing  agreement  has  been  signed  and  returned  to  Royal 
LePage  will  be  noted  on  the  Real  Estate  Monitoring  System 

Note: 

•  The  Real  Estate  Sales  Clerk  currently  signs  the  listing  agreement 

r 

•  Transferring  this  responsibility  to  the  Client  Reps  should  not  present  any 
problems  from  either  a  legal  or  process  perspective 


1 .3  Accept/Reiect  Offer 

1.3. 1  Review  Offer/Recommend  Action 
Position:  Client  Rep 

•  Royal  LePage  will  forward  offers  on  properties  directly  to  the  Client  Rep, 
probably  via  fax 

•  the  Client  Rep  will  be  responsible  for  reviewing  the  offer  and  making  a 
recommendation  to  either  accept  or  reject 

1.3.2  Review  Recommendation 
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Position:  Program  Manager 

•  the  Program  Manager  will  review  the  Client  Rep’s  recommendation 
regarding  the  offer 

•  prior  to  making  a  recommendation  to  accept  or  reject  the  offer,  the  Client 
Rep  will  have  to  have  developed  a  rationale  for  the  decision  and  be  able 
to  "defend"  it  to  the  Program  Manager.  This  should  help  to  ensure  that  all 
offers  receive  due  consideration  before  a  course  of  action  is 
recommended 

•  this  is  not  just  to  "check  up"  on  the  Client  Rep.  but  also  to  provide  dual 
accountability  for  accepting  or  rejecting  an  offer 

1.3.3  Reject  Offer 

Position:  Client  Rep 

•  if  the  Program  Manager  concurs  with  the  Client  Rep's  recommendation  to 
reject  the  offer,  the  Client  Rep  will  notify  Royal  LePage 

•  the  amount  of  the  offer  and  the  status  of  sale  (i.e.  offer  rejected)  is  entered 
to  the  Real  Estate  Monitoring  System 

1.3.4  Review/Accept/Reject  Offer 

Position:  Client  Services  Solicitor 

•  if  the  Program  Manager  concurs  with  the  Client  Rep’s  recommendation  to 
accept  the  offer,  the  Client  Services  Solicitor  will  review  the  offer 

•  rather  than  forwarding  all  offers  to  the  Team  Leader  in  the  Toronto  office, 
the  recommendation  is  to  make  Solicitors  in  each  of  the  regional 
offices/client  services  teams  responsible  for  this  review 

•  the  objective  of  this  review  is  not  to  "second  guess"  the  recommendation 
of  the  Client  Rep  but  rather  to  review  the  terms  and  conditions  of  the  offer 
from  a  legal  perspective 

•  the  Client  Services  Solicitor  would  be  responsible  for  signing  the  offer  to 
indicate  the  PGT’s  acceptance  of  both  the  price  and  the  terms  and 
conditions  of  the  sale 

Note: 

•  formerly  the  acceptance  of  an  offer  required  the  involvement  of  the  Client 
Services  Solicitor  Team  Leader  in  Toronto.  This  resulted  in  considerable 
delays  for  the  regional  offices  due  to  mailing  time,  etc. 

•  lawyers  in  the  regional  offices  are  capable  of  signing  offers  on  behalf  of 
the  PGT 

•  this  review  ensures  that  the  Client  Services  Solicitor  in  each  office/team  is 
familiar  with  the  activity  on  client  files 


1.3.5  Forward  A  ccep  ted  Offer 
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Position:  Client  Rep 

•  the  Client  Rep  will  forward  the  accepted  offer  which  has  been  signed  by 
the  Client  Services  Solicitor  to  Royal  LePage 

•  the  amount  of  the  offer  and  its  status  (i.e.  accepted)  is  entered  into  the 
Real  Estate  Monitoring  System 

1.3. 6  Forward  Documents/Cancel  Home  Care  Services 

Position:  Client  Rep 

•  after  receiving  notification  from  Royal  LePage  that  the  sale  has  been 
finalized,  the  Client  Rep  is  responsible  for  contacting  the  property 
management  company  and  providing  notification  to  discontinue  home 
care  services  (if  any  are  currently  being  performed) 

•  the  status  of  the  property  (i.e.  sold)  is  entered  into  the  Real  Estate 
Monitoring  System 

1.3.7  Close  Sale 

Position:  Client  Services  Solicitor 

•  upon  receiving  the  notice  of  sale  from  the  Client  Rep,  the  Client  Services 
Solicitor  will  take  the  necessary  steps  to  prepare  and  forward  the  closing 
documents  to  the  purchaser’s  lawyer 
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The  following  is  a  description  of  the  workflow  diagrams  included  at  the  end  of  this 

appendix.  The  processes  depicted  in  these  diagrams  are  undergoing  development  and 
review  by  staff  and  management  of  the  AOC,  in  conjunction  with  the  Implementation 
Co-Manager.29  Rather  than  showing  all  AOC  processes,  this  appendix  includes  "routine" 
processes  that  comprise  the  majority  of  work  done  by  AOC  staff  including: 

•  receiving  payments, 

•  processing  payments  and 

•  receiving  securities  for  safekeeping. 


The  gray  highlighted  sections  of  the  attached  workflow  diagrams  represent  the 
processes  performed  by  AOC  staff: 


Processing  Incoming  Funds  and  Orders 


UPON  RECEIPT  OF  COURT  ORDERS 

•  as  in  the  current  process,  AOC  clerks  will  review  incoming  orders  to  ensure  that 
the  AOC  has  the  authority  to  receive  funds  with  respect  to  a  particular  court 
matter 

•  when  orders  are  received,  a  pending  file  will  be  created  on  TAMS  (or  other  PGT 
accounting  system).  This  automatically  creates  a  receivable  line  for  incoming 
funds. 


Note: 

•  in  the  current  process,  no  action  is  taken  with  respect  to  creating  a  file  until 
the  funds  are  confirmed  as  having  been  deposited  in  the  AOC  account.  The 
creation  of  a  pending  file  will  make  it  possible  tov  "track"  anticipated  funds, 
and  allow  some  electronic  processing  (reconciliation)  of  incoming  funds. 

•  staff  will  issue  a  direction  to  deposit  funds  to  the  sender  of  the  order  (i.e.  one  of 
the  parties  to  the  court  matter) 

•  in  addition  to  the  pending  TAMS  file,  a  pending  physical  file  is  created 

•  if  funds  are  received  over  the  counter  by  AOC  staff,  a  deposit  will  be  made. 
Otherwise,  electronic  notice  of  deposit  is  received  from  the  AOC's  bank 

UPON  NOTICE  OF  DEPOSIT 

•  the  AOC  reconciliations  clerk  will  receive  electronic  confirmation  of  deposits  (as 
opposed  to  the  current  paper  listing) 


29  See  AOC  Systems  and  Processes  included  in  “Structural  Changes"  section  of  this  report  for  an  explanation  of 
the  role  and  rationale  for  the  co-manager  position 
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•  TAMS  will  automatically  post  funds  to  the  pending  file,  cancelling  the  pending 
receivables  line  and  placing  the  file  in  active  status 

•  as  with  other  electronic  deposits,  exceptions  will  create  a  report  which  the 
Reconciliations  Clerk  must  act  on  to  balance  the  incoming  deposits  and 
manually  post  funds  to  client  accounts.  As  the  physical  file  is  not  needed  on  an 
ongoing  basis,  it  is  filed  in  the  Lektriever 

Note: 

•  the  electronic  transfer  of  funds  is  currently  being  negotiated  with  the  bank. 
Since  it  is  virtually  an  identical  process  as  the  receipt  of  other  client  funds,  no 
difficulties  are  anticipated.  However,  if  negotiation  is  not  possible,  posting  of 
funds  will  be  done  manually,  based  on  a  paper  listing  from  the  bank. 

•  this  is  a  prime  example  of  how  the  PGT’s  existing  technology  can  be  used  to 
reduce  the  amount  of  manual  effort  in  the  AOC's  current  processes. 


Receive  Securities/Lien  Bonds/Letters  of  Credit  for  Safekeeping 


•  orders  are  received  directing  the  AOC  to  receive  and  hold  securities 

•  a  file  will  be  created  on  TAMS  and  an  itemized  receipt  issued  and  a  physical  file 
created  and  filed  in  the  Lektriever 

•  the  security  will  be  placed  in  the  safe  for  safekeeping 

Note: 

•  this  process  is  virtually  unchanged  from  the  current  process,  except  for  the 
creation  of  a  TAMS  file 

•  all  AOC  files  will  now  be  created  on  TAMS,  enabling  management  to 
determine  the  total  caseload  of  the  PGT  based  on  a  single  source  of 
information  and  file  type 


Payment  of  Funds  through  a  Request  from  the  Office  of  the' Children 's  Lawyer 

•  the  Office  of  the  Children’s  Lawyer  currently  prepares  physical  cheque 
requisitions  to  initiate  the  payment  of  funds  on  a  matter  involving  a  minor.  The 
proposed  process  will  be  to  give  the  staff  of  the  Children’s  Lawyer  access  to 
TAMS.  Electronic  "cheque  requisitions"  will  be  prepared  by  these  staff 

Note: 

•  providing  access  to  TAMS  for  minor  clients  improves  the  Children’s  Lawyer's 
processes  by  allowing  direct  access  to  relevant  information 

•  the  AOC  Clerk  will  compare  the  information  on  the  cheque  requisition 
forwarded  from  fhe  Children’s  Lawyer  to  the  Fiat  order  on  file 

•  if  fhe  cheque  requisition  is  in  order,  the  AOC  Clerk  will  prepare  a  cash 
disbursement  and  forward  it  to  the  "authorizer",  who  will  compare  the  cash 
disbursement  to  the  Fiat  Order  and  approve  or  deny  the  payment 
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Note: 

•  as  recommended  in  the  body  of  the  report,  this  process  enables  the  AOC  to 
take  advantage  of  technology  ond  dlign  their  processes  with  those  of  the  PGT 


Payment  of  Funds  through  Court  Order  /Payment  of  Funds  when  Beneficiary  Comes  of  Aae 


•  this  process  is  essentially  the  same  as  the  above  process,  with  the  exception  that 
the  AOC  clerk  will  initiate  the  cash  disbursement  based  on  receipt  of  court  order 
rather  than  a  cheque  requisition  from  Children's  Lawyer 

Note: 

•  the  involvement  of  an  "authonzer"  in  both  these  processes  is  essential  from  a 
control  perspective.  ( i.e.  Creation  and  approval  of  cash  disbursements  shoulc 
not  be  done  by  the  same  person.) 


Processing  of  Payments 


•  the  processing  of  cheques  is  to  be  aligned  with  the  PGT’s  process,  taking 
advantage  wherever  possible  of  over  night  cheque  production  and  the 
outsourced  cheque  production  arrangement 

•  upon  authorization  of  a  cash  disbursement,  the  production  of  cheques  is  initiated 

•  if  over  night  cheque  production  is  possible  (i.e.  next  day  delivery  of  cheque 
possible,  cheque  less  than  $25,000)  ,  cheques  are  signed  automatically, 
requiring  no  further  involvement  of  senior  AOC  staff 

Note: 

•  this  is  a  significant  departure  from  current  AOC  processes,  where  three  senior 
staff  members  are  required  to  review  and  sign  even/  cheque  issued 

•  the  new  process  results  in  a  single  review  of  the  court  order  and  details  of  the 
cash  disbursement 


•  if  the  cheque  is  a  rush,  it  can  be  printed  on  site  and  signed  by  two  authorized 
AOC  staff  if  the  amount  is  greater  than  $1 ,001 .  Cheques  for  less  than  that 
amount  are  signed  automatically  by  the  cheque  printing  machine.  Cheques 
are  either  mailed  out,  sent  to  the  store  front  for  pick  up,  returned  to  the  AOC  or 
sent  to  the  Office  of  the  Children's  Lawyer 

Note: 

•  this  is  also  consistent  with  PGT  processes,  where  the  signatures  of  two  managers 
are  necessary  to  authorize  a  rush  cheque  for  more  than  $1 ,000 


Release  Lien  Bond/Letter  of  Credit 


•  in  the  majority  of  cases,  orders  are  received  to  release  lien  bonds  or  letters  of 
credit  rather  than  make  demands  (draws)  against  them 
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the  AOC  Clerk  will  review  the  order  and  the  physical  file  to  ensure  consistency. 
Once  consistency  has  been  established,  the  Lien  Bond  or  Letter  of  Credit  will  be 
released  to  the  litigant  or  their  lawyer  and  the  TAMS  file  will  be  updated. 

in  approximately  20%  of  cases,  there  is  a  partial  or  full  demand  against  the  Lien 
Bond  or  Letter  of  Credit.  In  these  cases,  the  AOC  Clerk  will  review  the  physical 
file  and  the  court  order  to  ensure  consistency.  The  issuing  bank  or  insurance 
company  will  then  be  sent  notice  to  deposit  the  required  funds  in  the  AOC  bank 

the  AOC  Reconciliations  Clerk  will  review  the  court  order  upon  receiving  notice 
that  funds  have  been  deposited  to  the  AOC  bank  account.  If  everything  is  in 
order,  a  payment  will  be  generated  following  the  “Processing  of  Payments" 
workflow,  and  a  cheque  issued  to  the  litigant  or  their  lawyer. 
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